BACKGROUNDER 


•TRAINING:  YOUR  COMPETITIVE  ADVANTAGF' 

It  has  been  six  months  since  Career  Development  and  Employment  set  the  stage  for 
a  Roundtable  on  competitiveness  and  training  entitled  "Meeting  the  Challenge". 
Since  that  time  the  department  has  been  building  on  the  successes  of  this  event  and 
working  on  ways  to  keep  the  momentimi  going.  One  way  to  achieve  this  has  been 
through  the  development  of  a  series  of  projects  imder  the  theme  "The  Winning 
Edge". 

One  of  these  projects  is  'Training:  Your  Competitive  Advantage",  a  package  of 
materials  designed  to  help  business  owners  and  managers  imderstand  how  training 
can  work  for  them,  and  why  a  training  culture  is  a  necessity  in  today's 
globally-competitive  environment. 

The  package  consists  of  a  10-minute  video,  a  workshop  outline,  tip  sheets  for 
distribution  to  participants  and  some  useful  departmental  resource  materials. 

Designed  for  use  by  those  who  are  consulting  with  small  and  mediimi-size 
businesses,  the  materials  have  been  developed  with  assistance  from  representatives 
from  the  Field  Services  Division  who  would  be  happy  to  answer  any  questions 
about  content  or  utilization.  For  information  and  assistance,  please  feel  free  to 
contact  the  following  individuals: 

Miki  Wood  -  Community  Services,  Calgary  -  161-6623 

Jenny  Bain  -  Program  Support,  Edmonton  -  422-4603 

Barb  Schur  -  CDC  Hinton  -  132-8293 

Bev  Austrom  -  CDC  Wetaskiwin  -  144-1357 

For  additional  copies  of  the  materials,  please  contact: 

Information  Development  and  Marketing 
9th  Floor,  CityCentre 

10155  -  102  Street 
Edmonton  AB  T5J4L5 

or  telephone  (403)  422-1794 

At  this  time,  there  is  no  charge  for  the  package. 

/dlboria 

CAREER  DEVELOPMENT 
AND  EMPLOYMENT 


Purpose  of  the  Workshop 

Workshops  offer  an  excellent  opportunity  for  people 
to  learn  by  participating.  The  purpose  of  this 
workshop  is  to  guide  participants  toward  their  own 
training  solutions  and  ideas  by  presenting  models 
such  as  those  in  the  video,  and  providing  a  forum  for 
the  active  exchange  of  thoughts  and  plans. 

Myths  About  Training 

•  Some  people  believe  anyone  can  teach  another 
person  how  to  do  a  job  just  by  showing  them 
how.  This  is  usually  an  ineffective  way  of 
teaching  if  done  in  isolation  from  other  training 
methods.  It  is  important  that  people  understand 
how  to  do  something  and  why  it  must  be  done 
that  way. 

•  Some  people  think  of  training  as  a  cost. 
Training  is  an  investment  in  business  and  in  our 
future.  One  fear  many  business  people  have  is 
that  once  staff  members  are  properly  trained 
they  may  leave  because  they  have  risen  above 
their  previous  level  of  competence  and  are 
looking  for  new  challenges  or  higher  salaries. 

A  company  can  build  in  a  contingency  plan  to 
keep  people  challenged  and  rewarded. 
Training  may  reduce  the  frequency  of  staff 
turnover  and  it  certainly  improves  on-the-job 
performance. 

•  Some  people  believe  a  degree  or  diploma 
should  be  sufficient  training  to  perform  a  job. 
This  is  a  false  assumption.  Every  job  requires 
some  level  of  ongoing  training,  whether  it  be 
training  in  company  values  or  for  enhanced  job 
skills.  Degrees  and  diplomas  teach  people  how 
to  think — they  do  not  teach  the  specific  needs 
or  procedures  of  a  company  or  organization. 

•  Some  people  believe  that  once  you  have  a 
secure  job  or  once  you  own  a  business,  you  are 
set  for  life.  Today,  technology,  lifestyles  and 
the  global  economy  are  changing  rapidly. 
Canada  needs  to  develop  a  training  culture — a 
lifelong  learning  society  that  values  learning 
and  doing,  both  in  the  workplace  and  off  the  job 
for  all  employees. 


Leader  Introduction 
Sheet  c^ANAoiANA 

Workshop  Tools 

•  Training:  Your  Competitive  Advantage, 
a  10-minute  video 

•  Sample  print  materials.  These  Alberta  Career 
Development  and  Employment  publications  are 
provided  as  samples  of  materials  you  may  wish 
to  use.  Feel  free  to  substitute  others  as 
appropriate. 

»  Tipsheets  #1  and  #2  for  photocopying  and 
distribution.  The  enclosed  economic  model  can 
also  be  made  into  an  overhead  if  required. 

•  Flipchart  and  pens 

•  Leader  Action  Sheet 

•  A  VHS  video  playback  unit  and  a  television  will 
be  required. 

Make  sure  the  television  is  set  at  an  appropriate 
height  so  that  all  participants  can  clearly  see  it. 
Consider  dimming  the  lights  and  closing  the  drapes 
to  reduce  glare  and  improve  color  quality. 
Important:  Check  the  equipment  and  the 
videotape  the  day  before  to  ensure  that  both  are  in 
good  working  condition. 

Workshop  Objectives 

Depending  on  the  level  of  expertise  or  knowledge 
about  training  concepts  among  participants,  the 
workshop  can  be  designed  to  accomplish  a  variety  of 
objectives.  For  example: 

1 .  To  raise  awareness  of  the  positive  benefits  of 
training. 

2.  To  encourage  the  implementation  of  training  in 
order  to  be  competitive. 

3.  To  improve  current  training  programs  by 
incorporating  new  approaches  and  ideas. 

Once  you  have  set  an  objective  for  the  workshop, 
consult  the  Leader  Action  Sheet  ior  the  workshop 
outline.  Three  hours  should  be  allowed  for  the 
workshop  so  that  the  video  can  be  viewed  twice  if 
required  and  to  allow  ample  time  for  discussion. 
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Purpose  of  the  Video 

"Training:  Your  Competitive  Advantage"  \s  a 
motivational  tool  that  will  help  business  owners, 
managers  and  community  leaders  understand  how 
training  can  work  for  them  and  why  a  training  culture 
is  a  necessity  in  today's  global  environment. 

Video  Content 

The  video  introduces  the  concept  of  training  as  an 
important  tool  for  success.  It  highlights  two  Alberta 
small  businesses— 4st.  Rose  restaurant  and  the  Bolt 
Supply  House. 

Next,  an  economic  model  from  Canada  at  ttie 
Crossroads:  The  Reality  of  a  New  Competitive 
Environment  by  Michael  Porter,  illustrates  how  a 
variety  of  forces  combine  to  affect  business 
profitability  and  competitiveness.  The  video  makes 
an  analogy  between  hockey — Canada's  best  known 
form  of  a  training  culture —  and  Porter's  "diamond 
theory",  explaining  how  all  the  factors  work  to  achieve 
our  international  reputation  and  success  in  that  sport. 

Finally,  the  video  wraps  up  with  a  short  interview  with 
Lt.-Col.  Ron  Guidinger  of  CFB  Cold  Lake  who  led  the 
F18  Squadron  "Desert  Cats"  during  the  Gulf  War. 
A  specialist  in  training,  he  shares  his  basic  strategy. 

Workshop  Outline 


1. 

2. 
3. 

4. 


6. 


8. 


Introductions. 

Hand  out  Tip  Sheets  #1  and  #2. 
Ask  the  questions  on  page  2  of  this  sheet. 
Roll  the  videotape  (have  it  cued  up  prior  to 
the  session). 

Review  the  questions  and  compare  "before 
and  after"  beliefs  and  perceptions. 
Walk  through  Tip  Sheet  #2  and  the 
economic  model. 

Discuss  what  participants  can  do  to  set  up 

their  own  program.  (This  session  can  be 

simple  or  complex  depending  on  your 

workshop  objectives.) 

Distribute  additional  resource  materials 

if  appropriate. 

Evaluate  the  session. 


Before  and  After  Questions 

The  objectives  of  this  workshop  are  to  help  people 
identify  their  own  perceptions  about  training  and  to 
help  them  generate  new  ideas  for  training  solutions. 
Before  you  show  the  video,  start  with  a  discussion 
session  in  which  you  encourage  all  people  to 
contribute. 

Suggested  Opening 

"Training:  Your  Competitive  Advantage  is 
a  workshop  designed  to  offer  ideas  and 
tips  on  how  to  make  your  business 
profitable  and  more  competitive.  Let's 
start  by  first  asking  ourselves  a  few 
questions — would  someone  like  to  write 
these  ideas  down  on  the  flipchart?  We're 
just  going  to  brainstorm  a  little  about  how 
we  presently  view  training  in  the 
workplace." 

Next,  ask  some  or  all  of  the  following  questions  on 
the  other  side  of  this  sheet,  and  encourage  people  to 
volunteer  answers.  Write  the  answers  on  half  a  flip 
chart  page. 
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Leader  Action  Sheet  continued 


Questions 

1 .  What  is  training?  (upgrading,  cross-training, 
orientation,  new  skills,  etc.) 

2.  Who  needs  training?  New  employees? 
Managers?  Line  Staff? 

3.  What  do  you  teach  people  when  you  train  them? 
(e.g.,  how-to  skills,  company  policy,  company 
history,  company  objectives). 

4.  Why  do  you  train  certain  staff? 

5.  Why  don't  you  train  other  staff? 

6.  How  much  do  you  think  a  training  plan  would 
cost  you?  To  design?  To  implement? 

7.  Do  you  think  there  is  a  cost  of  not  training? 

8.  If  all  of  your  regular  staff  quit  tomorrow,  how 
would  new  staff  learn  the  jobs? 

9.  When  you  think  of  training,  what  are  the 
sources?  (institutions,  industry  associations, 
correspondence,  private  tutoring,  consultants, 
self-directed,  professional  journals,  conferences, 
videotapes?) 

10.  What  motivates  your  staff  to  perform  well? 

1 1 .  Do  you  have  a  written  set  of  performance 
standards  for  your  employees?  If  so,  why? 
If  not,  why  not? 

12.  In  your  experience^,  what  is  the  easiest  way  to 
learn  something? 

13.  Who  is  responsible  for  training?  The  employer? 
The  employee?  The  school  system? 
Government?  Why? 

Write  down  various  responses  and  ask  the  group  to 
share  their  beliefs  and  methods  without  passing 
judgement  or  evaluating  any  of  the  answers.  If  people 
would  like  to  discuss  things,  let  them.  However,  try  to 
limit  this  session  from  15  to  30  minutes.  The  idea  is 
to  get  people  to  become  more  objective  about  their 
current  attitude  toward  training. 


Roll  the  Video-tape 

Ask  people  to  watch  the  tape  with  the  questions  in 
mind  and  to  take  notes  as  they  view. 

Post-Viewing  Activities 

1c  Begin  by  asking  participants  their  general 

impressions.  What  did  they  learn  from  the  tape? 
Next,  ask  people  to  discuss  how  their  initial 
responses  differ  from  the  ideas  presented  in  the 
tape.  Go  back  to  the  fiip  charts  and  write  down 
new  perceptions  as  you  briefly  review  the 
questions  again. 

2.  Review  Tip  Sheets  #1  and  #2  with  participants. 
If  people  are  confused  or  would  like  to  screen 
segments  of  the  tape  again,  be  willing  to  rewind 
and  review  the  material  together. 

3.  Open  the  floor  for  discussion  on  how  the 
concepts  can  or  cannot  work  in  the  participants' 
own  businesses.  Work  together  to  suggest 
solutions  for  training  problems. 

4.  Give  everyone  this  assignment: 

"If  you  had  unlimited  resources,  what 
would  you  do  to  implement  a  training 
program  in  your  business?" 

5.  Brainstorm  the  partnership  possibilities  that  could 
turn  this  dream  into  a  reality. 


Video  Summary 

This  video  highlights  two  entrepreneurs. 

Barbara  Beard  is  the  owner  of  4st.  Rose 
restaurant  in  Calgary.  She  began  the  operation  in 
1980  in  one  small  house.  A  former  senior  marketing 
manager  with  IBM  Canada,  she  had  always  wanted 
to  own  her  own  restaurant.  Ms.  Beard  knew  nothing 
about  the  restaurant  business  when  she  started  so 
she  hired  professional  consultants  to  help  her.  She 
did,  however,  know  a  lot  about  training.  IBM  is 
recognized  as  a  leader  in  training  its  employees  and 
Ms.  Beard  applied  those  concepts  to  her  restaurant. 

She  first  set  out  a  company  policy  that  was  simple 
and  easy  for  employees  to  understand.  "One 
hundred  per  cent  satisfaction  policy  is  our  most 
important  policy  and  we've  had  that  since  day  one," 
she  says. 

To  help  employees  appreciate  what  that  really  means 
to  her,  she  created  a  series  of  training  manuals  that 
provide  basic  information  about  4st.  Rose  and  its 
standards.  Then  she  instituted  a  managerial  training 
system  where,  one-on-one,  managers  work  with 
servers.  Mistakes  are  rewarded  with  a  "thanks  for 
bringing  that  to  my  attention",  then  the  manager 
shows  the  server  the  "right"  way  to  do  the  work 
according  to  company  standards. 

From  her  start  with  a  single  restaurant,  Ms.  Beard's 
business  has  expanded  to  take  up  the  entire  street 
corner  with  two  restaurants,  a  bar  and  a  general 
store — where  baked  and  canned  goods  produced  on 
the  premises  are  sold.  4st.  Rose  employs  over  100 
people  in  peak  summer  season. 

Ms.  Beard  constantly  solicits  comments  from  both 
staff  and  customers  and  uses  this  information  to 
continuously  improve  the  business  and  respond  to 
market  needs.  Even  though  most  service  industries 
complain  of  high  turnover,  many  4st.  Rose 
employees  have  worked  there  for  years. 


John  McCann  is  the  president  and  general 
manager  of  the  Bolt  Supply  House.  The  44  year-old 
business  specializes  in  distributing  a  variety  of 
industrial  fasteners.  The  business  has  operated 
since  1948.  Mr.  McCann  became  involved  when  his 
brother  purchased  it  in  1 974. 

The  company  employs  about  60  people  in  five 
branches  throughout  Alberta  and  Saskatchewan. 
The  business  is  ranked  by  Texas  A  &  M  as  being  in 
the  top  two  per  cent  of  profitability  in  their  industry  in 
North  America. 

John  McCann  believes  strongly  in  the  "prairie  work 
ethic".  He  says  Albertans  are  highly  motivated 
people,  however,  their  lack  of  job-specific  training 
often  results  in  frustration  for  both  employer  and 
employee. 

"We  treat  all  people  like  management.  The  more 
information  we  can  give  people,  the  better  job  they 
can  do  and  the  more  interest  they  take  in  "the  job 
they're  doing,"  says  John. 

His  philosophy  about  work  is  that  business  should  be 
"a  lot  of  fun".  By  that  he  means  that  the  social 
environment  of  the  workplace  is  just  as  important  as 
the  work.  He  has  made  an  effort  to  offer  managers 
various  interpersonal  communications  seminars,  and 
to  develop  strong  company  camaraderie.  Once  a 
year  he  brings  all  of  the  employees  together  from  all 
branches  and  although  it  costs  money,  he  feels  that 
the  improved  morale  and  rapport  is  worth  it. 
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Tip  Sheet  #1  continued 


Within  the  company,  employees  are  taught  how  their 
productivity  affects  the  bottom  line.  They  are  given 
responsibility  and  incentives  for  increasing 
productivity.  Sometimes  these  incentives  might  be 
as  simple  as  giving  a  direct  commission  on  sales. 

All  employees  are  respected  and  valued.  Office  staff 
support  the  field  branches  and  are  given  rewards 
such  as  flex-time.  They  respond  in  kind  by  being 
willing  to  work  unusual  hours  in  peak  seasons  to 
ensure  orders  are  filled. 


"Training  is  an  important  ingredient  that's  missing  in 
most  businesses,"  says  Mr.  McCann.  "If  we  wanted 
to  have  a  winning  edge  out  there,  we  had  to  treat  the 
customers  better  than  anyone  else  could  treat  them 
and  the  fastest  way  to  do  it  was  to  train  our  people." 

The  Bolt  Supply  House  seeks  customer  and 
employee  feedback  and  responds  accordingly. 


Training  is  a  continuous  process  throughout  the 
company's  branches.  Employees  are  encouraged 
and  supported  in  their  efforts  to  keep  learning.  For 
example,  employees  are  reimbursed  for  courses  they 
take  and  pass,  providing  prior  approval  was  obtained. 


Tip  Sheet  #2 


Lt.-Col.  Ron  Guidinger's  TVaining 
Strategy 

1 .  Be  real. 

If  there  is  a  certain  skill  level  that  you  need  to 
achieve,  know  what  that  is  before  you  start  and 
aim  at  that  level — not  higher,  not  lower. 

2.  Have  a  plan. 

Look  at  what  you  have.  What  resources  do  you 
have  to  accomplish  this  training?  What  options 
do  you  have  so  that  you  can  provide  the  training 
to  employees  in  a  reasonable  amount  of  time? 

3.  Get  everyone  on  side  first. 

Once  you  have  figured  out  what  you  want  to  do, 
meet  with  your  people  and  introduce  them  to  the 
idea.  Help  them  become  part  of  it.  There  may 
be  objections  and  some  may  have  validity.  Be 
prepared  to  listen  and  adjust  the  plan. 
Employees  and  employers  have  to  work  together 
for  training  programs  to  work. 

4.  Act  boldly  and  decisively. 

Get  involved  and  show  that  you  are  participating 
in  the  program  yourself.  You  must  play  a  key 
role  in  all  that  goes  on.  Employees  have  to  see 
how  committed  you  are  to  these  training  goals. 
Let  them  catch  your  enthusiasm. 


Small  Business  is  Canada's 
Economic  Strength 

•  Eighty  per  cent  of  Canadian  businesses  are 
small  businesses. 


All  Business  Can  Profit  From 
Training 

•  Countries  like  Germany,  France,  Sweden, 
Switzerland  and  Japan  make  training  a  daily  or 
weekly  part  of  the  job.  Japan  devotes  an 
average  of  200  hours  per  employee  per  year  to 
training  at  work.  Canada  averages  6.7  hours  of 
training  per  employee  per  year. 


Training  Can  Save  You  Money.... 
Tk-aining  Can  Make  You  Money 
through: 

•  increased  productivity 

•  fewer  errors 

•  reduced  spoilage 

•  improved  customer  relations 

•  lower  staff  turnover  (reduced  hiring  costs) 

•  better  customer  service 

•  less  direct  supervision  required — management 
can  be  planning  instead  of  fixing  mistakes 

•  improved  morale  and  reduced  absenteeism 


Even  If  You  Have  A  Degree  You 
Need  Training 

•  Formal  education  teaches  a  person  how  to 
think;  it  doesn't  give  employees  any  information 
about  how  you — the  company  owner  or 
manager — want  a  particular  job  done.  Training 
does  that. 

•  Formal  education  does  not  teach  an  employee 
about  your  company  standards.  Only  training 
can  do  that. 
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What  Can  You  Do 
To  Start  Your 
Training  Program? 

1.  Define  your  company  vision  in  a  simple  sentence 
that  describes  what  your  organization  is  about 
and  where  it  is  headed. 

•  do  you  want  to  provide  faster,  better  or  cheaper 
service  or  products? 

•  what  level  of  customer  service  is  important  to 
you  and  why? 

•  what  are  your  company  values  and  objectives? 

2.  Share  the  vision  with  your  employees.  Get  their 
involvement  and  commitment.  They  probably 
know  many  aspects  of  your  business  best.  Enlist 
their  aid. 

3.  Make  training  a  high  priority  for  all  employees. 

4.  Next,  begin  developing  training  plans  for  the 
various  jobs  in  your  company.  If  you  have  more 
than  a  handful  of  employees,  you  may  need 
some  help  (see  the  following  list  of  resources). 
Try  to  break  each  job  down  into  small  tasks  so 
that  you  and  your  employees  really  understand 
what  to  do  and  why  it  must  be  done  that  way. 
This  can  also  provide  a  tool  to  help  you  measure 
performance.  Managers  may  make  better 
trainers  than  co-workers  because  they  usually 
have  a  better  grasp  of  overall  company  needs 
and  priohties. 

5.  Encourage  staff  to  set  their  own  learning  goals 
on  and  off  the  job. 

6.  Network  with  other  people.  Companies  may  be 
able  to  trade  or  share  services  within  the  same 
community. 


Tip  Sheet  #2  continued 


Where  Can  You  Get  Help? 

•  industry  organizations  and  professional 
associations 

•  independent  training  companies  and 
consultants 

•  industry  magazines,  videos,  newsletters 

•  community  organizations 

•  Alberta  Career  Development  Centres 

•  Continuing  Education  Centres 

•  Canada  Employment  Centres 

•  vocational  and  technical  institutions 

•  universities  and  colleges 

•  not-for-profit  groups 


When  Can  You  Start? 


Now! 


7.  Start  small  and  work  your  way  up.  Establish 
partnerships  and  be  sure  to  involve  your  staff. 
Training  is  a  mutual  affair. 


8.  Training  does  not  have  to  cost  a  lot  of  money. 
It  is  an  investment  that  will  show  returns. 


National  Determinants  of  Competitive  Advantage: 
"The  Diamond" 


Source:  Canada  At  The  Crossroads:  The  Reality  of  a  New  Competitive  Environment,  Michael  E.  Porter. 
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Employers: 

Employee  training  requires  careful 
planning.  This  guide  is  designed  to  provide 
practical  information  to  help  you  train  more 
efficiently.  Use  this  workbook  to  take  you 
through  the  training  process. 

For  further  information  or  help,  contact 
your  nearest  Career  Development  Centre  or 
the  Career  Information  Hotline: 


BONNYVILLE 
80x8115 

Bonnyville,  Alberta 
T9N  2J4 

Telephone:  826-6142 


CALGARY 

Century  Park  Place 
855 -  8th  Avenue  S.W. 
Calgary,  Alberta 
T2P  3P1 

Telephone:  297-5109 


EDMONTON 

One  Twelve  Professional  Centre 
10050-  112  Street 
Edmonton,  Alberta 
T5K  2R4 

Telephone:  427-3730 


FORTMcMURRAY 

7th  Floor,  West  Tower 
Jubilee  Centre 
9915  Franklin  Avenue 
FortMcMurray,  Alberta 
T9H  2K4 

Telephone:  743-7192 


GRANDE  PRAIRIE 

Provincial  Building 
Rm.  1201, 10320-99  Street 
Grande  Prairie,  Alberta 
T8V  6J4 

Telephone:  538-§l;lil 5348 


HINTON 

Yellowhead  Building 
425  Gregg  Avenue 
Hinton,  Alberta 
T7V  INI 

Telephone:  865-8293 


LETHBRIDGE 

402  Professional  Building 

740  -  4th  Avenue  South  (Bag  3014) 

Lethbridge,  Alberta 

T1J4C7 

Telephone:  381-5419 


RED  DEER 

Provincial  Building,  205 
4920  -  51  Street 
Red  Deer,  Alberta 
T4N  6K8 

Telephone:  340-5151 


VERMILION 
Box  268 

Vermilion,  Alberta 
TOB  4M0 

Telephone:  853-8150 


CAREER  INFORMATION  HOTLINE 

Dial  "0"  and  ask  for  Zenith  22140  or, 
in  Edmonton,  dial  422-4266. 


TRAINING  CAN 
SAVE  YOU 
MONEY 

Good  training  increases  the  productivity 
and  efficiency  of  your  employees.  The 
following  benefits  all  stem  from  effective 
training  and  result  in  increased  profits  for 
your  business: 

1.  Increased  production 

2.  Fewer  errors 

3.  Reduced  spoilage 

4.  Improved  customer  relations 

5.  Lower  staff  turnover  (reduced  labour 
costs) 

6.  Better  customer  service 

7.  Less  time  spent  in  direct  supervision 

8.  Higher  morale  (reduced  absenteeism) 

CALCULATE 
YOUR  SAVINGS  - 
TRAINING  REDUCES 
TURNOVER 

Let's  look  at  just  one  example  of  the 
benefits  of  reduced  turnover.  The  following 
costs  can  easily  occur  anytime  replace- 
ment staff  has  to  be  hired  and  trained: 

hiring  costs: 
paper  work,  orientation  $  500.00 

training  costs: 

one  trainee  ($1,000  per 
month,  direct  training  costs, 
decreased  production)  $1 ,000.00 

one  trainer  ($500  per  month, 
instructor's  fees  or  loss  of 
production  time  of  staff 
trainer)  $  500.00 


$2,000.00 


Avoiding  this  situation  through  effective 
training  saves  this  cost. 

Not  only  does  training  save  you  money,  it 
also  improves  employees'  attitudes  and 
motivation.  If  employees  enjoy  their  jobs 
and  are  happy  to  come  to  work,  they  work 
harder  and  are  more  conscientious.  Their 
satisfaction  shows  in  their  performance. 


What  is  training? 


TRAINING  IS: 

/.  NEW  SKILL  TRAINING 

Training  for  new  employees  which  will 
provide  them  with  most  of  the  basic 
skills  required  to  perform  adequately  in 
their  job. 

2.  RETRAINING 

Training  for  existing  employees  which 
prepares  them  for  a  new  position  or 
responsibilities  (e.g.  transfer, 
promotion)  within  the  firm  and  covers 
the  basic  skills  required  to  perform 
adequately  in  the  new  position. 

3.  UPGRADING 

Training  for  an  existing  employee  in  the 
same  occupation  with  similar  or 
expanding  job  duties.  Further 
specialization  or  new  techniques 
relating  to  technological  changes  or 
new  equipment  in  the  work  site  is 
needed  to  adequately  function  in  the 
job. 

4.  CROSS  TRAINING 

Enhancing  additional  skills,  knowledge 
and  attitudes  in  other  areas  while 
performing  and  retaining  existing  job 
tasks  as  the  major  activity. 
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Training  is  a  process 

There  are  several  questions  and  related  steps  which  you  should  consider  as  the  training 
activities  are  planned,  implemented  and  evaluated: 


I  J 

Do  I  NEED  TO  TRA 
How  DO  I  PLAN  THE  TRAINING? 

r  I 

1^  How  DO  I  PREPARE  THE  TRAINEES? 

r  1 

How  DO  I  CONDUCT  THE  TRAINING? 
How  DO  I  EVALUATE  THE  TRAINING? 
|0  How  DO  I  FOLLOW  THROUGH  WITH  ONGOING  COACHING? 


Do  I  NEED  TO  TRAIN? 


Training  plays  an  important  role  in  may  need  training  on  new  equipment, 

achieving  your  company  goals  and  ^  ,       .   .  .     .  , 

objectives.  If  you  plan  to  expand  and  open  Take  a  minute  to  write  down  your  company 

another  branch,  these  branch  employees  9°3ls  for  the  next  few  years^  e.g.  sales 

may  require  training.  If  you  want  to  P^^uct  lines,  markets,  produc  ion  evels, 

produce  new  products,  new  employees  .^^.^nges  in  the  industry,  in  relation  to  your 

may  need  to  be  hired  or  existing  employees  ^^^1  potential  human  resources. 
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PRIORITY 

E.g.1. 


GOALS 

To  increase  sales  of  Product  X  by  1 0%  per  year  for  the  next  three 
years.  (Require  one  extra  person  for  production.) 


With  the  objectives  as  your  guide,  use  the  following 
checklist  to  determine  if  you  need  to  train: 


■1  YES 

NO  1 

1 .  Do  1  need  to  hire  new  employees  because  of 
expansion? 

□ 

□ 

2.  Will  1  be  promoting  an  employee  to  a  job  that 
requires  the  development  of  new  skills? 

□ 

□ 

3.  Does  management  spend  a  significant  portion  of 
its  time  correcting  employee  errors? 

□ 

□ 

4.  Are  there  a  number  of  employees  who  are  not 
performing  to  their  maximum? 

□ 

□ 

5.  Do  employee  vacations  and  sickness  cause  serious 
problems  for  company  operation  because  trained 
staff  are  not  available  to  replace  them? 

□ 

□ 

6.  Has  the  company  experienced  unusual 
staff  turnover? 

□ 

□ 

7.  Does  the  company  provide  orientation  about 
company  policies  and  procedures  for  new 
employees? 

□ 

□ 

8.  Does  the  company  provide  employees  with  job 
descriptions  outlining  their  responsibilities  and 
activities? 

□ 

□ 

9.  Does  the  company  formally  evaluate  employees' 
performance  on  a  regular  basis? 

□ 

□ 

10.  Is  training  of  employees  viewed  as  a  continuous 

□ 

□ 

process  by  your  company? 


If  you  answered  "yes"  to  any  of  the  questions  1  to  6  or  "no"  to  any  of  questions  7  to  1 0, 
there  is  a  good  chance  that  your  company  may  require  staff  training. 
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WHO  SHOULD  BE  TRAINED? 

When  deciding  who  should  be  trained, 
carefully  examine  all  potential  candidates. 
Be  sure  to  look  at  everyone  within  your 
company.  Can  someone  from  the  office  be 
trained  for  a  job  in  the  shop  or  plant? 

Carefully  examine  any  candidate  to 


determine  their  "fit"  in  your  company  and  in 
the  particular  position.  Do  not  base  your 
decision  on  the  individual's  personality  or 
other  personal  factors;  instead,  base  your 
decision  on  the  abilities  and  potential  of  the 
individual.  Compare  their  existing  skills  to 
those  required  for  the  job.  This  will  help 
you  determine  the  training  required. 


How  DO  I  PLAN 
THE  TRAINING? 


The  first  step  in  planning  for  training  is  to 
determine  the  expected  outcome  of  the 
training.  The  objective  of  any  job-related 
training  effort  should  be  to  help  employees 
better  perform  their  jobs. 

To  clearly  define  the  objectives  of  the 
training  and  to  properly  train  an  employee, 
it  is  necessary  to  develop  a  job  task  outline. 


WHAT  IS  A  JOB 
TASK  OUTLINE? 

A  job  task  outline  is  a  detailed,  step  by  step 
breakdown  of  each  task  or  skill  required  to 
perform  a  job.  The  skills  should  be 
outlined  in  a  logical  order  (e.g.  from  simple 
to  complex,  in  order  of  occurrence). 

A  job  task  outline  differs  from  a  job 
description  in  that  a  job  description  only 
provides  a  summary  of  what  the  job  is;  a 
job  task  outline  actually  specifies  how  to 

perform  the  job  at  a  satisfactory  level. 


DEVELOPING  A  JOB  TASK  OUTLINE 

Keep  in  mind  the  following  points  as  you 
develop  your  outlines: 

1 .  The  person  with  the  most  experience  in 
a  particular  job  should  develop  the  job 
task  outline. 

2.  Performance  standards  should  state 
what  is  expected  of  the  trainee  as  the 
job  is  performed.  These  standards 
must  be  objective  and  measurable  so 
that  accurate  and  fair  appraisals  of 
employee  standards  can  be  made. 
These  standards  provide  a  target  of  a 
minimum  quality  level. 

3.  The  time  required  to  learn  each  job  task 
should  be  realistically  determined.  The 
training  time  should  include  practice 
time  and  allow  for  the  trainee's  learning 
abilities. 

4.  The  existing  skills  of  the  trainee  should 
not  be  included  in  the  outline. 
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SAMPLE  TRAINING  PLAN 
WORK  DIVISION  AND  JOB  TASK  OUTLINE 


Trainee:  Pat  Brown  Position:  Bookkeeper 
WORK  DIVISION  AND  JOB  TASK  OUTLINE 

A.  BASIC  ACCOUNTING 

1 .  Learn  what  the  overall  accounting 
cycle  is  and  why  it  is  set  up  as  it  is. 

2.  Learn  what  debits/credits  are. 

3.  Learn  how  debits/credits  function  in 
the  posting  of  the  following  types  of 
accounts:... 


B.  COMPUTER  HARDWARE 

1.  Determine  the  computer 
components,  i.e.: 

-  keyboard 

-  diskette 

-  video  screen 


Required  Training  Time:  

PERFORMANCE  STANDARDS  

Trainee  should  understand  basic 
accounting  principles  and  be  familiar  with 
how  the  accounting  cycle  operates.  Trainee 
should  be  able  to  review  computer 
prepared  financial  statements  for 
reasonableness  and  accuracy.  Trainee 
should  be  able  to  perform  tasks  with 
minimal  supervision  according  to  company 
policies. 

REQUIRED  TRAINING  TIME:  Days 

Trainee  should  be  able  to  identify  and 
explain  fully  the  computer  components. 
Trainee  should  be  able  to  operate  computer 
terminal  and  printer  under  limited 
supervision.  Trainee  should  be  able  to  set 
up  computer  hardware. 

REQUIRED  TRAINING  TIME:  Days 


C.  ACCOUNTS  PAYABLE  PREPARATORY 
WORK 

1.  Sort  incoming  accounts  payable 
data,  such  as: 

-  suppliers'  statements 

-  suppliers' invoices  complete  with 
purchase  orders 

-  company  purchase  orders 
indicating  that  a  liability  has  been 
entered  into 


Trainee  should  be  able  to  prepare  accounts 
payable  records  accurately  and  in 
accordance  with  company  policy  and 
procedures.  Trainee  should  be  able  to 
perform  all  tasks  with  minimal  supervision 
and  assistance. 

REQUIRED  TRAINING  TIME:  Days 


2.  Distribute  information,  such  as: 

-  supplier's  statements 

-  purchase  orders 

-  suppliers' invoices  complete  with 
purchase  orders 

3.  Reconcile  vendor  statements  to 
vendor  invoices  by  confirming  the 
individual  invoices  to  those  on  the 
statement. 
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THE  DIFFERENCE  BETWEEN  GOOD  AND 
BAD  JOB  TASK  OUTLINES 

1 .  Do  not  write  a  brief  job  task  outline; 
write  a  job  breakdown  for  each  job  task. 


For  example: 

Occupation:  Auto  Body  Mechanic 

-  Year  One 

W  n  U IM  U 

niun  1 

^RrP/ikrinwn^ 

\iJi  CqIVUUWII^ 

1. Sandblast 

1 .  Identify  the 

vehicles 

material  in  a 

body,  such  as: 

-  aluminum 

-  stainless  steel 

-fiberglass 

2.  Prepare  vehicle 

for  sandblasting 

3.  Determine  if 

the  sandblasting 

unit  is  operating 

properly. 

2.  Do  not  state  performance  standards  in 
subjective,  hard  to  measure  ways;  state 
them  in  an  objective,  measurable 
manner. 

For  example; 

Occupation:  Boring  Machine  Operator 


WRONG 
(Subjective) 

Trainee  should  be 
able  to  properly 
set  up  and  adjust 
boring  machines. 


RIGHT 
(Objective) 

Trainee  should  be 
able  to  set  up  and 
make  adjustments 
to  the  boring 
machines  accord- 
ing to  the  manu- 
facturer's speci- 
fications and 
company  policy. 
Trainee  should  be 
able  to  demon- 
strate the  ability  to 
make  the  required 
adjustments  with 
a  minimum  of 
assistance. 


How  DO  I  PREPARE  THE  TRAINEES? 


It  is  important  for  the  trainees  to 
understand  what  the  training  will  be  and 
why  it  is  being  given. 


The  trainees  should  be  told  what  is 
going  to  be  taught  and  what  results 
are  expected  so  they  can  strive  to 
meet  the  performance  standards. 

Preparation  attaches  an  importance  to 
the  training  and  to  the  trainees.  This 
boosts  the  confidence  and  morale  of 
the  trainees,  and  should  result  in 
better  performance. 


-  The  more  involved  the  trainees  are, 
the  more  successful  the  training  is 
likely  to  be,  The  trainees  have  more 
commitment  to  the  training. 

The  following  points  should  be  discussed 
with  trainees  before  training  begins. 


Company  information  including  overall 
goals  and  objectives 

The  job  and  how  it  fits  into  the  overall 
company  operations 

The  job  task  outline 

The  performance  standards 
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5.  Details  of  the  training,  including:  Encourage  trainees  to  beconne  involved  in 

-  objectives  of  the  training  the  preparation  and  organization  of  the 

-  method  of  training  training  and  to  ask  questions  whenever 

-  instructor  fhey  do  not  understand, 
-time  and  dates 

-  location 


How  DO  I  CONDUCT  THE  TRAINING? 


Training  may  be  conducted  using  either 
individual  or  group  training  methods.  The 
benefits  of  the  two  types  of  training  are 
listed  below: 

INDIVIDUAL  TRAINING 

-  learning  pace  is  individualized 

-  wide  range  of  learning  resources  can 
be  used 

-  a  variety  of  learning  styles  can  be 
accommodated 

-  learning  can  be  personalized 

GROUP  TRAINING 

-  reduces  training  time  and  training 
costs  when  several  employees  are  to 
be  trained  to  do  the  same  task. 

-  information  is  quickly  spread  (e.g. 
company  policy  changes) 

-  employees  learn  from  the  trainer  and 
also  from  each  other 

METHODS  OF  TRAINING 

1.  ON-THE-JOB  TRAINING 

-  instruction  and  actual  hands-on, 
supervised  practice  at  the  actual  work 
site  with  equipment  related  to  the  job 

-  Advantages 

-  inexpensive 

-  formal  training  skills  may  not  be 
necessary 

-  trainees  are  actively  involved 


receive  immediate  feedback  and 
can  immediately  practice  what  they 
have  been  taught 

-  Disadvantage 

-  ties  up  a  trainer  for  a  large  amount 
of  time  with  one  employee  or  a  very 
small  group 

2.  CLASSROOM  TRAINING 

-  instruction  off-the-job  in  a  formal 
classroom  style  setting 

-  Advantage 

-  provides  a  training  atmosphere  that 
is  free  from  interruptions  and 
distractions 

-  Disadvantage 

-  may  not  allow  trainees  enough 
active  participation,  depending  on 
the  style  of  classroom  training 

3.  COMBINATION  TRAINING 

-  a  mixture  of  on-the-job  training  and 
classroom  training  that  combines  the 
advantages  of  both  methods  of 
training 

The  number  of  trainees  and  the  type  of  job 
will  help  you  determine  the  method  of 
training  to  use. 

WHO  WILL  DO  THE  TRAINING? 

Your  next  decision  is  selecting  a  trainer. 
You  will  have  to  determine  if  the  resources 
exist  within  your  own  business  or  if  you 
will  have  to  use  outside  expertise.  The 
following  checklist  will  help  you  make  the 
decision. 
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TRAINER  REQUIREMENTS 

IN-HOUSE  CANDIDATES  (FILL  IN  NAMES) 

YES 

NO 

YES 

NO 

YES 

NO 

1. 

Has  knowledge  and  skill  to  perform 
the  work  being  taught. 

□ 

2. 

Has  the  time  to  provide  the  training. 

□ 

□ 

□ 

□ 

□ 

3. 

Gets  along  well  with  all  types  of 
people. 

□ 

□ 

□ 

□ 

□ 

□ 

4. 

Can  explain  skills  simply  and  clearly. 

□ 

□ 

□ 

□ 

□ 

□ 

5. 

Can  demonstrate  skills  simply  and 
clearly. 

□ 

□ 

□ 

□ 

□ 

□ 

6. 

Will  take  the  time  to  prepare  before 
the  training  occurs  (i.e.  lesson  plan, 
lecture  notes,  materials). 

□ 

□ 

□ 

□ 

□ 

□ 

7. 

Can  prepare  the  job  task  outline  and 
set  the  training  objectives. 

□ 

□ 

□ 

□ 

□ 

□ 

8. 

Can  explain  the  benefits  of  training  to 
the  trainee. 

□ 

□ 

□ 

□ 

□ 

□ 

9. 

Determines  what  the  trainee  already 
knows  about  the  job  before  training 
begins. 

□ 

□ 

□ 

□ 

□ 

□ 

10. 

Understands  that  some  trainees  will 
learn  much  faster  than  others. 

□ 

□ 

□ 

□ 

□ 

□ 

11. 

Will  praise  trainees  frequently. 

□ 

□ 

□ 

□ 

□ 

□ 

12. 

Will  acknowledge  trainee's  correct 
performance  before  pointing  out 
areas  that  need  improvement. 

□ 

□ 

□ 

□ 

□ 

□ 

An  effective  trainer  must  have  all  these  requirements.  If  you  have  someone  within  your 
organization  who  has  some,  but  not  all,  of  these  requirements,  you  may  need  to  train  your 
trainer,  or  look  for  outside  sources  of  expertise.  These  sources  include  consultants,  public 
institutions  and  government  agencies. 
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OTHER  TRAINING 
PREPARATIONS 


2. 


When  will  the  training  take  place? 
-  set  exact  dates  and  times 


What  materials  will  be  used? 

-  be  sure  materials  are  prepared  far 
enough  in  advance  and  audiovisual 
equipment  is  ordered  with  enough 
time  for  pre-screening.  You  do  not 
want  any  last  minute  surprises. 

-  machinery  used  for 
demonstrations  and  supervised 
practice  should  be  checked  in 
advance  to  ensure  sound  working 
order. 


NOTES 

□  Handout  materials 

(exercises,  instructions,  etc.)   

□  Manuals 

(company  policies,  brochures,  etc.)   

□  Reference  books   

□  Audiovisual  equipment   

□  Demonstration  materials/ 

equipment   

□  Supplies 

(paper,  pencils,  notebooks,  etc.)   

□  Simulator/computer  time   

□  Other   


The  next  step  is  to  finalize  training  details, 
by  answering  the  following: 

1 .  Where  will  the  training  take  place? 

-  prepare  the  area  in  advance  so 
effective  training  can  take  place 

-  the  area  should  be  orderly,  3. 
comfortable,  properly  lighted,  and 
adequately  ventilated 

-  for  classroom  training,  there 
should  be  enough  tables  and 
chairs 
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EFFECTIVE  WAYS  TO  DELIVER 
THE  TRAINING 

/.  BE  PREPARED 

Know  ahead  of  time  what  topics  will  be 
discussed,  and  prepare  a  detailed 
outline  of  these  topics  to  use  as  a 
guide.  Rehearse  the  contents  of 
presentations  and  demonstrations. 

2.  USE  REPETITION 

Opportunities  to  repeat  procedures 
several  times  under  practical  conditions 
will  result  in  good  work  habits. 

3.  SPEAK  CLEARLY  AND  WITH 
EMPHASIS 

It  is  important  that  trainees  understand 
and  can  follow  what  you  are  saying. 

4.  LOOK  AT  THE  TRAINEES 

Speak  to  the  trainees  and  watch  for 
signs  of  interest,  confusion,  or 
boredom. 

5.  DEVELOP  A  RAPPORT  WITH  THE 
TRAINEES 

If  the  trainees  feel  comfortable  and 
enjoy  the  training,  they  will  be  more 
likely  to  learn. 

6.  USE  TRAINING  AIDS 

Training  aids  create  interest  and  may 
often  help  trainees  retain  information. 
You  may  wish  to  include  such  training 
aids  as  flip  charts,  overhead 
transparencies,  guest  speakers  and 
films. 

7.  USE  HUMOR  CAREFULLY 

Do  not  let  humor  take  you  off  topic  or 
detract  from  the  importance  of  the 
training.  Only  use  humor  if  you  can 
deliver  it  effectively. 


8.  ASK  OUESTIONS  EFFECTIVELY 

a)  State  the  questions  clearly 

b)  Ask  questions  of  the  group  as  a 
whole 

c)  Encourage  individual  answers 

d)  Encourage  all  trainees  to  be 
involved  and  answer  questions 

e)  Encourage  complete  and  clear 
answers 

f)  Use  "yes"  or  "no"  questions 
sparingly 

g)  Follow  through  on  employee 
questions  and  probe  for 
understanding 

h)  Askonly  one  question  at  a  time 

9.  EXPLAIN  YOUR  ACTIONS 

If  trainees  know  why  something  is 
done,  as  well  as  how  it  is  done,  it  will 
make  more  sense  and  be  easier  for  the 
trainees  to  retain. 


10.DEMONSTRATE 

An  explanation  of  how  to  do  something 
is  rarely  as  clear  as  showing  trainees 
how  to  do  something.  Keep  these 
points  in  mind  when  demonstrating: 

a)  Explain  what  you  are  going  to  do 
before  you  do  it 

b)  Demonstrate  slowly 

c)  Be  sure  trainees  can  see  clearly 


1 1. PROVIDE  SUPERVISED  PRACTICE 

Have  the  trainee  practice  the  new  skill 
or  technique  in  a  controlled  setting 
under  supervision  to  allow  learning 
through  doing. 

a)  Allow  the  trainee  to  start  the 
process  or  procedure 

b)  Reinforce  or  correct  as  necessary 

c)  Allow  the  trainee  to  practice  the  skill 
until  comfortable  with  it 
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12.be  SUPPORTIVE 

Support  helps  trainees  to  build 
confidence,  and  encourages  them  to  try 
harder. 


13.GIVE  FEEDBACK 

Help  trainees  with  anything  that  is 
giving  them  trouble.  Also,  give  praise 
when  something  has  been  done  well. 


How  DO  I  EVALUATE 
THE  TRAINING? 


Evaluation  of  the  training  provides  the 
following  benefits: 

-  better  training  programs 

-  an  objective  working  climate 
-a  basis  for  feedback 

-  improved  employee  relations 

-  improved  management 

Remember  that  you,  the  employer,  are 
responsible  for  your  own  training.  These 
evaluations  will  help  you  develop  better, 
more  effective  training. 

It  is  important  not  only  to  evaluate  the 
performance  of  the  trainees,  but  also  to 
evaluate  the  trainer  and  the  training 
program  in  relation  to  the  training 
objectives. 

Trainees  should  be  evaluated  at  3  stages  of 
the  training  process: 

1 .  before  the  training  takes  place 

2.  during  the  training 

3.  after  the  training  has  been  completed 


Methods  of  evaluating  trainees  include  the 
following: 

1.  short  quizzes  or  tests 

2.  informal  questions 

3.  review  of  work  performed 

4.  performance  reviews 


NOTES  ON 

PERFORMANCE 

REVIEWS: 

-  Include  a  measure  of  the  trainee's 
performance  to  the  performance 

standards. 

-  Be  objective,  using  very  specific 
measures.  Instead  of  a  rating  of  very 
good,  good,  etc.,  the  definition  of  the 
rating  should  be  used  (i.e.  very  good, 
able  to  type  45  words  a  minute  with  no 
errors;  good,  able  to  type  45  words  a 
minute  with  2  errors  per  page;  etc.). 

-  Write  it  down.  A  copy  of  the  appraisal 
should  be  given  to  the  trainee. 

-  Conduct  the  review  in  private,  as  this 
type  of  meeting  will  help  you  to 
determine  the  causes  of  any  problems 
and  also  to  stress  the  importance  of  the 
appraisal. 

-  Cover  all  the  important  skills,  attitudes 
and  knowledge  required  to  perform  the 
job.  Be  sure  you  cover  each  point.  Do 
not  spend  too  much  time  on  any  one 
point;  deal  with  each  point  objectively, 
then  move  on  to  the  next. 
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EVALUATING  THE 
TRAINER  AND  THE 
TRAINING  PROGRAM 

Encourage  and  support  realistic  and 
constructive  feedback. 

Trainers  should  be  evaluated  by  the 
trainees  upon  completion  of  the  training. 
The  trainees  should  rate  the  trainer  on  the 
skills  of  a  good  trainer,  outlined  earlier. 
(Refer  back  to  Who  Will  Do  the  Training?) 

Trainees  and  trainers  should  both  evaluate 
the  training  program  on  such  factors  as: 

-  amount  of  material  covered 

-  level  of  terminology  used 
-the  method  of  training 

-  the  training  objectives 

Comments  for  improvements  should  also 
be  included. 


HOW  SHOULD 
TRAINING  BE 
CHANGED  DURING 
THE  TRAINING  AND 
IN  THE  FUTURE? 

As  you  evaluate  the  trainees,  trainers  and 
the  training  programs,  make  any 
appropriate  changes  to  improve  the 
training.  Do  not  feel  that  you  have  to  wait 
until  the  existing  training  program  has 
ended,  and  that  you  can  only  make 
changes  for  the  new  training  program.  If 
you  make  changes  as  the  present  program 
continues,  better  training  may  result. 

At  the  end  of  each  training  program, 
determine  how  training  should  be  changed 
in  the  future.  Record  these  changes  as 
soon  as  the  present  training  is  completed. 
By  doing  this  you  will  not  forget  any 
details. 


How  DO  I  FOLLOW 
THROUGH  WITH  ONGOING 
COACHING? 


The  training  process  never  ends.  It  is 
necessary  for  the  trainer  or  supervisor  to 
continue  to  monitor  the  employee's 
performance  and  compare  it  to  the 
performance  standards.  This  can  be 
maintained  by: 

1 .  Talking  regularly  with  the  employee 


2.  Conducting  periodic  performance 
reviews 

3.  Giving  lots  of  feedback  (remember  to 
praise  good  performance) 

4.  Helping  the  employee  to  develop  a  plan 
of  action  for  dealing  with  any  problems 
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List  OF 

TRAINING 
RESOURCES 

There  are  many  sources  for  training 
materials,  including  films,  videos  and  print 
materials. 


These  sources  include; 

-  local  colleges  and  universities 

-  public  libraries 

-  trade  associations 

-  government  agencies 

Use  this  page  to  keep  a  handy  reference  of 
local  contacts: 


15 


Additional  notes 
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What  is 
human  resource 
planning? 

Essentially,  human  resource  planning  is  a 
process  of  determining  an  organization's 
labour  requirements  and  of  deciding  how 
to  best  meet  those  requirements,  whether 
it  be  through  hiring,  retraining,  promotion 
or  re-alignment  of  staff.  It  means  having 
the  right  number  of  employees  in  the  right 
jobs  at  the  right  time.  It  also  means  having 
a  good  understanding  of  your  employees' 
needs. 

Once  you  have  completed  the  human 
resource  planning  process  you  should  be 
able  to  answer  the  following  questions: 

•  Do  we  have  enough  appropriately  skilled 
people  to  handle  our  current  or  anticipated 
future  workload? 

•  If  not,  why  not?  Is  it  excessive  staff 
turnover?  Is  there  a  mismatch  of  skills  to 
jobs?  Is  it  general  labour  shortages? 

•  How  can  we  adjust  employee  numbers, 
skill  levels  and  responsibilities  to  meet  our 
labour  requirements  and  satisfy  the  career 
development  needs  of  staff? 

•  What  innovative  or  new  things  can  we  do 
to  make  better  use  of  employees  to  tap 
their  full  potential? 

•  What  major  trends  in  the  job  market  will 
impact  our  ability  to  recruit? 


Why  DO 

HUMAN  RESOURCE 
PLANNING? 

IT  PROVIDES  YOU 

WITH  A  COMPETITIVE  EDGE 

The  future  of  your  business  may  depend 
on  the  human  resource  decisions  you 
make  today.  These  decisions  may  deter- 
mine how  effectively  you  are  able  to 
respond  to  a  rapidly  changing  and  highly 
competitive  global  economy. 

Planning  for  tomorrow's  labour  require- 
ments means  investing  some  time  now. 
Human  resource  planning  provides  you 
with  the  best  people  available  for  the  job 
when  you  need  them  and  can  give  you  a 
competitive  edge. 

IT  SAVES  YOU  MONEY 

More  and  more  employers  are  turning  to 
human  resource  planning  to  help  them 
become  more  effective  and  profitable.  It 
helps  to  prevent  skill  shortages,  enhance 
staff  morale  and  improve  productivity.  The 
costs  of  lost  production  due  to  skill  short- 
ages or  mismatching  of  skills  to  jobs,  can 
be  high  for  most  organizations.  Many 
employers  find  employee  costs  can  be  up 
to  80  per  cent  of  the  total  costs.  A  major 
objective  of  human  resource  planning  is  to 
ensure  these  costs  are  minimal. 

IT  IS  AN  ESSENTIAL 

PART  OF  MANAGEMENT  AND 

BUSINESS  PLANNING 

The  essential  first  step  in  human  resource 
planning  is  the  development  of  a  business 
plan  outlining  the  company's  mission, 
position  in  the  marketplace,  objectives  and 
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goals,  and  strategy  for  achieving  those 
goals.  With  a  business  plan,  an  employer 
is  better  able  to  determine  the  type  and 
number  of  employees  required  by  the 
company,  both  now  and  in  the  future. 
Conversely,  without  a  good  understanding 
of  your  human  resources  you  do  not  have 
all  the  information  for  an  effective  busi- 
ness plan.  If  you  do  not  already  have  a 
business  plan  in  place  or  would  like  more 
information  on  this  important  subject,  call: 

Alberta  Economic  Development  and 
Trade's  Business  Line  at  422-9494  in 
Edmonton. 

Elsewhere  in  Alberta: 

Dial  1-800-272-9675  (toll  free). 

Department  counsellors  and  specialists 
are  available  to  assist  you  with  business 
planning 


This  guide  will  "walk  you  through"  the 
above  components.  In  following  this  guide 
we  would  recommend  you  set  aside  a 
small  period  of  time — say  two  to  four 
hours  -  and  do  the  various  steps  using 
only  information  that  is  readily  available  to 
you.  There  will  likely  be  significant  gaps  in 
the  type  of  data  that  is  available  and  what 
is  requested  in  the  guide.  For  the  first  time 
through  the  guide,  don't  stop  the  process 
to  wait  for  more  data.  This  approach  will 
provide  you  with  some  immediate  feed- 
back for  a  minimal  investment  in  planning 
efforts. 

An  overview  of  the  model  is  provided  on 
page  4.  You  are  invited  to  study  this  model 
and  adapt  it  to  your  company's  own 
unique  needs. 


H  OW  SHOULD  I  CONDUCT 
PLANNING  FOR  MY  HUMAN 
RESOURCES? 

Human  resource  planning  for  large  organi- 
zations can  become  quite  complex.  For 
smaller  to  medium-sized  employers. 
Alberta  Career  Development  and 
Employment  has  developed  a  straightfor- 
ward model  that  includes  the  following  six 
elements: 

1.  Organizational  Review 

2.  Current  Skills  Inventory 

3.  Assessment  and  Forecast  of  Needs 

4.  Review  of  Human  Resource  Options 

5.  The  Human  Resource  Plan 

6.  Review  and  Follow-Up 
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The  human 
resource  planning 

MODEL 


Organizational  Review 


Clarifies  structure  of  organization  and  how  it  should  change  to  meet 
goals  of  the  business  plan. 


Current  Sl(ills  Inventory 


Determines  skills  and  capabilities  of  current  staff. 


Assessment  of  Needs 


Determines  how  many  people  and  types  of  skills  are  required  to  meet 
your  company's  labour  needs. 


Review  of  Human  Resource  Options 


Examines  the  various  options  available  for  acquiring  the  people  and 
skills  you  need. 


The  Human  Resource  Plan 


Outlines  in  writing  the  steps  required  to  adjust  staff  size  and  skill  level. 


IF 


Review  and  Follow-up 


Monitors  progress  and  allows  for  fine  tuning  and  adjustment  of  Human 
Resource  Plan. 
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Organizational  review 


n  this  component  examine  the  structure 
of  your  organization  and  determine  how  it 
could  be  changed  to  accommodate  your 
business  plan. 

Draw  an  Organizational  Chart 

Begin  by  drawing  an  organizational  chart 
listing  all  the  positions,  both  filled  and 
vacant,  in  your  company.  Draw  a  line  from 
each  position  to  the  appropriate  manager 
or  supervisor. 


Once  you  have  completed  this  chart,  you 
may  want  to  develop  a  better  understand- 
ing of  the  actual  work  involved  in  each 
position.  It  is  easy  to  sometimes  lose  track 
of  what  everybody  in  an  organization  is 
doing.  The  simplest  way  to  gain  a  better 
understanding  may  be  to  ask  employees 
about  their  jobs.  You  may  even  wish  to 
have  your  employees  complete  a  ques- 
tionnaire. If  so,  a  sample  questionnaire  is 
provided  in  Appendix  I. 


Assess  How  Jobs  Must  Change  to  Accommodate  the  Business  Plan 

This  can  be  accomplished  by 
asking  yourself  the  following  questions: 

•  Does  my  business  plan  call  for  changes  to  production 
methods,  output,  equipment,  markets  or  product  lines? 

•  Will  these  changes  result  in  the  creation,  elimination  or 
alterations  of  jobs? 

•  Are  there  ways  to  improve  current  operations  by  redesign 
ing  or  amalgamating  overlapping  or  redundant  positions? 


□  □ 

□  □ 

□  □ 


Additionally,  you  could  ask  your  employees  for  their  suggestions  on  improving  operations. 

Written  job  descriptions  also  can  help  you  decide  how  to  restructure  your  organization. 
Sample  job  description  forms  are  provided  in  Appendix  II. 


Revise  the  Organizational  Chart 

After  examining  your  organizational  chart 
and  determining  what  changes  are 
required,  draw  a  second  chart  illustrating 
what  you  expect  your  organizational  struc- 
ture to  look  like  at  the  end  of  the  period 
covered  by  your  business  plan.  If  you  are 
prepared  to  listen  to  your  employees  and 
managers  and  act  upon  their  input,  then  it 
may  be  useful  to  show  the  chart  to 
employees  and  management  to  help  them 


understand  how  they  fit  into  the  organiza- 
tion's overall  plans.  You  could  explain 
what  positions  must  be  created,  eliminat- 
ed, amalgamated  or  redesigned  in  order  to 
achieve  this  organizational  structure.  If 
you  are  communicating  plans  for  change 
you  should  explain  why  these  changes  are 
required.  Carefully  consider  the  comments 
and  suggestions  of  staff  and,  if  need  be, 
adjust  the  chart  accordingly. 
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^Current 
v  skills  inventory 

In  this  component  take  an  inventory  of 
your  employees'  skills  and  assess  how 
well  current  staff  can  meet  present  and 
future  needs  of  your  organization. 

Often  employees  are  required  to  use  only 
some  of  their  skills  on  the  job.  They  may 
well  possess  training  or  capabilities  unre- 
lated to  their  positions  but  of  use  to  your 
company  in  other  areas  or  in  the  future. 

Examine  Employee  Records 

Resumes  and  applications  can  be  a  good 
source  of  information  regarding  an 
employee's  personal,  educational  and 
employment  background.  These  records 
can  provide  you  with  a  good  indication  of 
your  employee's  aptitudes  and  skills.  You 
also  could  develop  a  survey  to  obtain 
additional  information. 


Review  Performance  Appraisals 

Reviewing  the  results  of  routine  perfor- 
mance appraisals  can  help  you  determine 
an  employee's  competence,  promotability, 
learning  ability,  training  needs  and  willing- 
ness to  adapt  to  the  changes  called  for  by 
your  business  plan. 

If  your  company  does  not  have  a  perfor- 
mance appraisal  system,  consider  imple- 
menting one.  It  ensures  that  each  employ- 
ee regularly  sits  down  with  a  supervisor  to 
discuss  and  mutually  agree  upon  that 
employee's  job  performance,  career  aspi- 
rations and  development  needs.  Assisting 
valued  employees  to  achieve  their  career 
goals  encourages  them  to  remain  with 
your  organization. 


Assessment 
and  forecast  of  needs 


In  this  component  try  to  anticipate  staff 
changes  likely  to  be  caused  by  turnover 
and  attrition  and  calculate  the  number  of 
positions  which  must  be  filled  or  eliminat- 
ed to  accommodate  the  goals  of  your 
business  plan.  (e.g.  expansion). 

Anticipate  Change 

Estimate  the  number  of  people  likely  to 
leave  your  organization  for  any  of  the  fol- 
lowing reasons: 


resignation 
disability  or  death 
transfer 


dismissal 
retirement 


Most  employers  can  anticipate  such 
changes  by  studying  their  company's 
employment  history.  In  larger  companies, 
historical  percentages  of  attrition  can  fore- 
cast future  needs.  In  smaller  organizations 
understanding  the  individual  needs  and 
career  aspirations  of  such  employees 
becomes  very  important. 

Also  take  note  of  general  economic  condi- 
tions. Keep  in  mind  that  turnover  rates 
decline  during  recessionary  times  because 
fewer  jobs  are  available  elsewhere. 
Conversely,  during  periods  of  growth, 
turnover  rates  rise  and  more  positions  are 
created  in  other  companies. 


Produce  a  Final  Projection  of  Needs 

By  now  you  have  a  clear  idea  of  the  size 
and  skill-level  of  your  staff  and  an  esti- 
mate of  the  number  of  employees  you 
may  lose  through  attrition.  Below  you  will 
find  a  worksheet  designed  to  help  you 
record  this  knowledge  and  calculate  your 
organization's  net  human  resource 
requirements. 

The  worksheet  is  straightforward. 

In  column  A  record,  for  each  occupation, 
the  total  number  of  people  that  your  orga- 
nization will  require  by  a  certain  year. 


(Note:  The  year  selected  could  be  any  one 
of  the  years  in  the  period  covered  by  your 
business  plan). 

In  column  B  record,  for  each  occupation, 
the  number  of  people  currently  employed. 
Subtract  column  B  from  column  A  and 
enter  the  result  in  column  C.  In  column  D 
record  the  number  of  employees  you 
anticipate  losing  through  attrition.  Add 
column  C  and  D  and  enter  the  result  in 
column  E.  This  will  tell  you  how  many 
positions  must  be  filled  or  eliminated  to 
meet  your  company's  staff  requirements. 


POSITIONS  REQUIRED  FOR  BUSINESS  YEAR:  19 

A  8 

C 

D 

E 

JOB  TITLES 

FUTURE 
REQUIRE- 
MENT 

CURRENT 
STAFF 

INITIAL 
REQUIRE- 
MENTS 

ANTICI- 
PATED 
ATTRITION 

NUMBER  TO 
BE  HIRED 
OR  LAID- 
OFF 

TOTAL  NUMBER  OF  POSITIONS  TO  BE  FILLED  OR  ELIMINATED 
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V 


Review  OF 

HUMAN  RESOURCE  OPTIONS 


In  this  component  review  and  select  the 
best  methods  for  acquiring  the  skills  and 
people  your  company  requires.  Essentially, 
there  are  four  main  options: 

•  Teach  existing  employees  new  skills. 

•  Promote  existing  employees  and/or 
rotate  their  jobs. 

•  Expand  the  responsibilities  held  by 
existing  employees. 

•  Hire  new  employees. 

Teach  Existing  Employees  New  Skills 

Under  this  option,  selected  employees 
undergo  a  well-planned  training  program 
to  equip  them  with  new  skills.  There  are 
several  advantages  to  training  existing 
employees  rather  than  laying  them  off  and 
hiring  new  ones  who  already  have  the 
skills  you  need.  Training  improves  staff 
moral;  employees  feel  more  secure  and 
know  they  can  further  their  careers  with- 
out having  to  move  to  other  companies.  It 
is  also  true  that  you  are  more  likely  to 
retain  valued  employees  who  are  familiar 
with  and  loyal  to  your  organization. 

Training  may  occur  on-the-job,  in  formal 
courses,  through  home  study,  or  through 
a  combination  of  all  three.  Alberta  Career 
Development  and  Employment  offers 
employers  considerable  help  in  financing 
and  establishing  training  programs. 

Promote  Existing  Employees  and/or 
Rotate  Their  Jobs 

Employers  can  improve  the  skills  and  abil- 
ities of  staff  members  by  promoting  them 
into  more  responsible  jobs  or  by  shifting 


them  laterally  into  different  but  equally 
responsible  positions.  Promotion  or  job 
rotation  can  enhance  your  employees' 
motivation,  skills  and  understanding  of 
how  the  organization  operates.  This  option 
may  not  necessarily  require  formal  train- 
ing, though  some  degree  of  on-the-job 
instruction  is  usually  required. 

Expanding  Responsibilities 

Under  this  option,  an  employee's  job 
description  is  modified  to  accommodate  a 
minor  adjustment  in  a  company's  labour 
requirements.  This  helps  to  streamline 
your  operation  and  it  can  satisfy  an 
employee's  desire  for  new  challenges  and 
personal  career  development. 

Hire  New  Employees 

Though  costly  and  risky,  hiring  new  per- 
sonnel is  often  the  only  choice  for  employ- 
ers who  require  certain  skills  immediately 
or  who  lack  the  resources  to  train  existing 
staff. 

In  considering  this  option,  employers 
should  take  into  account  labour  market 
supply  and  demand.  Is  there  a  good  sup- 
ply of  people  with  the  skills  you  need  in 
your  area?  Is  this  supply  expected  to  grow 
or  diminish  in  the  future?  If  supplies  of 
workers  are  low  and  demand  for  them 
high,  you  should  allow  more  time  for  the 
hiring  process  and  expect  to  recruit  from 
outside  the  immediate  geographic  area. 

For  information  about  labour  market  sup- 
ply and  demand,  contact  Alberta  Career 
Development  and  Employment  or  profes- 
sional and  occupational  associations  that 
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might  represent  the  type  of  person  you  are 
seeking. 

Outline  the  Pros  and  Cons  of  Each  Option 

In  assessing  the  options,  consider  the 
effects  each  will  have  on: 

•  staff  morale  and  motivation 

•  short  and  long-term  productivity 

•  current  job  arrangements 
•company  finances 

Decide  Which  Options  Best  Suit  Your 
Business  Plan 

In  reviewing  your  options,  remember  the 
goals  of  your  business  plan.  For  example. 


if  it  calls  for  the  rapid  introduction  of  new 
technology,  you  may  not  have  time  to  train 
existing  staff  and  so  will  need  to  hire  new 
employees.  You  may  find  that  none  of  the 
options  will  enable  you  to  meet  your  firm's 
labour  needs.  In  this  case,  you  may  need 
to  revise  your  business  plan  to  more  accu- 
rately reflect  your  ability  to  hire,  retain  and 
train  employees.  This  could  involve  revis- 
ing production  goals  or  rescheduling  an 
expansion. 


While  the  foregoing  describes  four  main  options,  this  guide  should  also  have  you  think- 
ing about  other  key  questions,  such  as: 

•  How  will  I  reward  or  compensate  employees? 


•  What  is  the  best  way  to  provide  direct  feedback  to  employees? 


•  How  can  I  ensure  "quality"  through  better  strategies  for  pay  and  performance  feedback? 


•  How  can  I  change  my  recruitment/training  to  reflect  my  prime  business  needs? 
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FThe  human 
RESOURCE  PLAN 


Now  that  you  have  taken  inventory  of  staff 
skills,  calculated  labour  requirements  for 
the  next  several  years,  and  reviewed  your 
human  resource  options,  you  are  ready  to 
formulate  a  human  resource  plan. 

Begin  by  deciding  which  human  resource 
options  you  wish  to  implement.  For  each 
option  specify  what  actions  must  be  taken 


(e.g.,  will  hire  outside  instructor  to  teach 
five  employees  how  to  use  new  computer 
software  package),  which  employees  will 
be  involved,  how  much  time  and  money  is 
required,  and  which  staff  member  will  be 
responsible  for  overseeing  each  action. 
This  information  can  be  recorded  on  a 
progress  review  chart  similar  to  the  one 
shown  below. 


PROGRESS  REVIEW  CHARTS 


OPTION: 


ACTION  TO  BE 
TAKEN 


NAMES  OF  EMPLOYEES 
INVOLVED 


START  AND 
ESTIMATED 
FINISH 
DATE 


BUDGET 
(If  applicable) 
ESTIMATED 
COSTS 


PERSON 
RESPONSIBLE 
FOR  ACTIVITY 


DATE 
ACTUAL 
COMPLE- 
TION 


7' 
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Review 
and  follow-up 


This  component  consists  of  periodically 
reviewing  your  human  resource  plan  and, 
if  need  be,  adjusting  it  to  reflect  changing 
business  conditions.  To  determine  if  your 
human  resource  plan  is  proceeding  on 
schedule,  simply  refer  to  your  progress 
review  chart. 

Keep  in  mind  that  as  economic  conditions 
change  and  new  opportunities  and  prob- 
lems arise,  you  will  need  to  revise  both 
your  human  resource  and  business  plans 


accordingly.  For  example,  you  may  want  to 
adjust  staff  size  and  production  levels  in 
response  to  an  unexpectedly  large 
increase  in  demand  for  your  products.  Or, 
you  may  want  to  reduce  turnover  rates  by 
introducing  a  system  of  job  rotation  and 
promotion.  We  recommend  that  you 
assign  one  person  to  regularly  review  your 
human  resource  plan  and  discuss  it  with 
whoever  is  responsible  for  overseeing 
your  business  plan. 


;5UMIVIARY 

Human  Resource  Planning  essentially 
consists  of  projecting  your  firm's  short 
and  long-term  labour  needs  and  deciding 
how  to  adjust  staff  size  and  skill  level  to 
meet  those  needs.  Adjustments  can  be 
made  through  training,  promotions,  job 
rotation,  the  realignment  of  responsibili- 
ties and  the  hiring  of  new  employees.  The 
straight  forward,  six-component  human 


resource  planning  model  outlined  in  this 
document  provides  employers  with  a 
guide  for  determining  what  adjustments  to 
make  and  how  to  make  them.  By  following 
it,  in  conjunction  with  a  carefully  devel- 
oped business  plan,  employers  in  every 
industry  can  more  effectively  recruit, 
retain  and  develop  employees. 


For  more  information  or  help,  contact  the  nearest  Alberta  Career  Development  Centre 
or  the  Career  Information  Hotline: 


BONNYVILLE 

Box  8115 

Bonnyville,  Alberta 
T9N  2J4 

Telephone:  826-6142 


CALGARY 

Century  Park  Place 
855  -  8th  Avenue  S.W. 
Calgary,  Alberta 
T2P  3P1 

Telephone:  297-5109 


EDMONTON 

One  Twelve  Professional 
Centre 

10050-  112  Street 
Edmonton,  Alberta 
T5K  2R4 

Telephone:  427-3730 

FORT  McMURRAY 

7th  Floor,  West  Tower 
Jubilee  Centre 
9915  Franklin  Avenue 
Fort  McMurray,  Alberta 
T9H  2K4 

Telephone:  743-7194 


GRANDE  PRAIRIE 

Provincial  Building 
10320-99  Street 
Grande  Prairie,  Alberta 
T8V  6J4 

Telephone:  538-5348 
HINTON 

Yellowhead  Building 
425  Gregg  Avenue 
Hinton,  Alberta 
T7V1N1 

Telephone:  865-8293 


Continued  on  page  12 
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ALBERTA  CAREER  DEVELOPMENT  CENTRES: 

(Continued  from  page  11) 


LETHBRIDGE 

402  Professional  Building 
Bag  3014 

740  -  4th  Avenue  South 
Lethbridge,  Alberta 
T1J4C7 

Telephone:  381-5419 


RED  DEER 

205  Provincial  Building 
4920  -  51  Street 
Red  Deer,  Alberta 
T4N  6K8 

Telephone:  340-5151 


VERMILION 

Box  268 

Vermilion,  Alberta 
TOB  4M0 

Telephone:  853-8150 


Career  Information  Hotline: 

Dial  ''0"  and  asl(  for  Zenitli  22140  or,  in  Edmonton,  dial  422-4266 


12 


Appendix  i 

SAMPLE  EMPLOYEE  QUESTIONNAIRE 

[W^  Job 

|r  Description 

What  is  the  overall  purpose  of  your  job? 


What  are  the  main  tasks  in  your  job,  and  what  percentage  of  your  work  week  is  usually  spent 
on  each  of  those  main  tasks? 

 % 

   % 

   % 

What  is  the  most  difficult  or  complex  part  of  your  job?  Why? 


Qualifications 
pr  Required  for  the  Job 

What  skills  and  knowledge  are  required  to  do  the  job? 


What  experience  and  training  is  required  to  start  the  job? 


What  is  the  minimum  education  required  to  do  the  job  well? 


iw^  Performance 
Y  and  Productivity 

What  is  the  fairest  and  most  effective  way  to  judge  your  job  performance? 


How  could  productivity  be  improved  in  or  around  your  job  area? 


iw^  Suggestions  for 

|r  Changes  in  the  Company 

What  changes  would  you  like  to  see  in  company  policies,  job  assignments,  training,  promo- 
tion opportunities,  pay,  benefits,  supervision  or  in  other  areas  of  the  company's  operation? 
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Appendix  ii 


JOB  DESCRIPTION 

Using  the  information  gathered  in  an  employee  survey,  develop  descriptions  for  every  type 
of  job  in  your  company.  A  typical  example  of  a  written  job  description  is  found  on  the  fol- 
lowing page. 

The  following  definitions  may  be  useful  in  writing  job  descriptions  for  your  own  workers. 


Classification: 

A  name  describing  how  a  position  relates  to  other  positions  in  the  company  in  terms  of 
seniority  and  status.  For  example,  a  junior  secretary  could  be  classified  as  S1 ,  a  senior 
secretary  as  S2. 

Main 
Purpose: 

One  or  two  sentences  accurately  describing  the  nature  of  a  particular  job. 
Key 

Responsibilities: 

A  list  of  the  major  tasks  which  must  be  performed  in  a  job. 

Authority  and 
Scope  of  Operations: 

Several  statements  indicating  how  much  responsibility  a  particular  position  has  in  terms  of 
spending  power,  number  of  people  supervised,  the  type  and  importance  of  decisions 
made. 

Key  Performance 
Criteria: 

Three  to  five  main  duties  or  products  against  which  the  employee's  performance  can  be 
measured. 
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Sample  JOB  description 

Welding  Service  Company  (Example) 

JOB  TITLE:  Field  Supervisor— Management 

CLASSIFICATION:  Class  3  ($35,000  -  $45,000  Per  Annum) 
DATE:  March  20,1988 

Main  Purpose 

The  position  supervises  a  region  of  operations,  ensuring  that  employees  within  the  region 
receive  proper  assignments  and  the  tools  and  support  necessary  to  get  the  work  done  on 
time  and  on  budget. 

Key  Responsibilities: 

•  Meet  with  manager  to  determine  overall  workload 

•  Plan  workload  into  specific  job  assignments 

•  Meet  with  employees  and  distribute  job  assignments 

•  Monitor  and  review  progress  of  each  assignment 

•  Review  each  person's  overall  job  progress  and  discuss  training  and  development  needs 
•Submit annual  budget 

•  Produce  monthly  time  report  and  budget  information 

•  Review  progress  and  update  clients  as  needed 

•  Evaluate  satisfaction  of  clients 

Authority  and  Scope  of  Operations 

The  supervisor  manages  a  staff  of  20  field  workers,  including  skilled  journeyman  welders. 
The  position  has  full  authority  and  accountability  for  allocating  staff  time  to  projects  and 
for  an  annual  operating  expense  budget  of  $1 20,000. 

Skills  Required 

Technical:  Excellent  knowledge  of  all  facets  of  company  operations. 
Interpersonal:  Good  communication  skills  and  ability  to  relate  well  to  staff  and  clients. 
Management  or  Supervisory:  Ability  to  plan  workloads;  ability  to  lead  staff. 
Education:  Journeyman  certification  in  welding. 
Years  of  Experience:  Eight  years  minimum. 

Key  Performance  Criteria 

•  Number  of  projects  completed  •  Number  of  repeat  clients 

•  Client  satisfaction  •  Total  lost  hours 
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What  IS  "effective" 

RECRUITMENT  AND 
SELECTION? 

Recruitment  and  selection  are  the  two 
steps  involved  in  hiring  new  employees: 

•  "Recruitment"  refers  to  the  process  of 
attracting  suitably  qualified  applicants; 

•  "Selection"  refers  to  the  process  of 


choosing  the  best  candidate  for  the  job. 

Effective  approaches  to  these  activities 
will  help  companies  develop  the  skilled 
workforce  necessary  to  remain  competi- 
tive in  the  changing  environments  of 
today's  workplace  and  labour  market. 

To  determine  how  effective  your  compa- 
ny's current  recruitment  and  selection 
activities  are,  consider  the  following: 


1 .  Am  I  able  to  attract  new  employees  without  delays  that 
impact  production? 

2.  Do  I  have  a  consistent  and  reliable  source  of  supply  for  new 
employees  with  the  right  skills? 

3.  When  I  recruit  do  I  clearly  state  the  skills  and  abilities  that 
the  company  is  looking  for? 

4.  Do  I  prepare  a  recruitment  plan? 

5.  Do  I  look  at  alternatives  to  hiring  such  as  retraining  of 
existing  staff? 

6.  Have  I  considered  ways  in  which  my  own  personal  biases 
might  influence  hiring  decisions? 

7.  Have  we  often  hired  individuals,  only  to  find  that  they  were 
not  the  best  available  persons  for  the  job? 

8.  Is  a  large  portion  of  our  recruitment  a  consequence  of 
turnover? 

9.  Do  I  always  use  the  same  approach  to  looking  and  advertis- 
ing for  candidates? 


YES 

NO 

1  L 

1  L 

□ 

□ 

□ 

□ 

□ 

□ 

□ 

□ 

□ 

□ 

□ 

□ 

□ 

□ 

□ 

□ 

If  you  answered  no  to  any  of  questions  1  to  6,  or  yes  to  7  to  9, 
the  information  in  this  guide  may  help  you  to  be  more  effec- 
tive in  the  future. 
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If  I  HAVE  SUCCESSFULLY 
RECRUITED  PEOPLE  IN  THE 
PAST,  WHY  CHANGE  NOW? 


The  workplace  is  also  changing.  The  rapid 
introduction  of  new  materials,  equipment 
and  production  methods,  electronics  and 
high  technology  all  mean  that  the  ability  to 
keep  learning  and  changing  is  becoming 
an  increasingly  important  skill  to  look  for 
in  existing  and  new  employees. 


Changes  in  the  labour  market  and  work- 
place will  create  challenges  and  opportu- 
nities for  employers. 


•  The  Alberta  population  is  aging.  The  1 5 


Some  examples  of  changes  in  the  labour 
market  are: 


Due  to  these  changes  in  both  the  labour 
market  and  the  workplace,  employers  are 
being  challenged  to  rethink  the  way  they 
approach  hiring  and  the  criteria  on  which 


to  24  age  group  is  decreasing.  As  a  result,       hiring  decisions  are  made. 

fewer  young  people  will  be  entering  the 

workforce. 

•  The  number  of  women  in  the  labour 
force  will  continue  to  increase.  In  1975, 
36.8  per  cent  of  the  Alberta  workforce  were 
women;  this  has  increased  to  44.5  per 
cent  by  1988. 

•  A  higher  than  average  birth  rate  among 
the  native  population  and  immigrant 
groups  indicates  more  of  these  groups 
will  enter  the  workforce  in  the  future. 

•  More  disabled  people  are  preparing  for 
future  employment. 

•  Many  older  workers  who  have  been 
displaced  as  a  result  of  market  changes 
are  looking  for  new  jobs  and  potentially 
different  careers. 
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E  FFECTIVE  RECRUITMENT 
AND  SELECTION  IS  AN  ONGOING 
MANAGEMENT  PROCESS 

There  are  several  questions  which  can  be  Figure  1  illustrates  the  eight  questions 
considered  as  an  employer  plans  and  that  fornn  this  guide's  approach  to  recruit- 
conducts  recruitment  and  selection.  ment  and  selection. 

FIGURE  1.  THE  RECRUITMENT  AND  SELECTION  PROCESS 


DO  I  NEED  TO  RECRUIT? 


WHAT  SKILLS  AND  ABILITIES  AM  I  RECRUITING  FOR? 


WHAT  IS  MY  RECRUITMENT  PLAN? 


HOW  DO  I  SCREEN  CANDIDATES? 


HOW  DO  I  CONDUCT  AN  EFFECTIVE  INTERVIEW? 


HOW  DO  I  SELECT  THE  BEST  CANDIDATE? 


HOW  DO  I  OBTAIN  USEFUL  REFERENCE  CHECKS? 


WHAT  ENSURES  THE  BEST  CHANCE  OF 
SUCCESS  FOR  THE  NEW  EMPLOYEE? 


TRAINING 


HUMAN  RESOURCE  MANAGEMENT 


rDo  I  NEED 
TO  RECRUIT? 

An  employer  undertakes  to  hire  a  new  potential  risks  and  the  high  costs  of 

employee  when  there  is  a  perceived  gap  in  recruitment,  many  employers  look  for 

the  organization.  This  may  be  as  a  result  alternatives.  Consider  for  example  the 

of  an  expansion  plan,  a  person  leaving  or  following  questions: 
someone  being  promoted.  Because  of  the 


YES  NO 


•  Is  there  someone  in  the  company  who  can  readily  take 
over  the  job? 

•  Is  there  someone  who  can  do  the  job  with  some  training? 

•  Can  I  re-align  some  other  people's  duties  and  merge  the 
position  with  other  people's  positions? 


□  □ 

□  □ 

□  □ 


If  an  employer  answers  yes  to  any  of 
these  questions  he/she  may  be  able  to  fill 
the  gap  through  Human  Resource 
Planning  or  Training.  Alberta  Career 
Development  and  Employment's  other 


guides,  A  Guide  for  Effective  Training  ds\A 
A  Guide  for  Effective  Human  Resource 
Planning  6escnbe  these  options  in  more 
detail. 
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What  skills  and  abilities 

AM  I  recruiting  FOR? 


The  first  step  in  effective  recruitment  and 
selection  is  to  develop  a  comprehensive 
understanding  of  the  company's  needs 
and  then  translate  these  needs  into 
selection  criteria. 

How  Do  I  Develop  the  Selection  Criteria? 

To  develop  the  selection  criteria  consider 
the  following  points: 

1 .  Keep  the  criteria  related  to  job 
requirements. 

A  sound  understanding  of  the  job  and  its 
requirements  may  be  obtained  through 
what  some  employers  call  a  job  analysis. 


A  job  analysis  obtains  the  following  types 
of  information  about  the  job: 

•  Objectives/Expectations 

•  Duties  and  Responsibilities 

•  Required  Skills  and  Abilities 

•  Challenges  That  Might  be  Encountered. 

The  information  required  to  complete  a 
job  analysis  may  be  obtained  by  interview- 
ing those  who  are  most  familiar  with  the 
duties  and  skills  required  for  the  position. 


continued. 
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A  chart  illustrating  a  sample  job  analysis 
for  a  shipper/receiver  is  provided  in 
Appendix  I. 

2.  Keep  the  selection  criteria  as  objective 
as  possible 

Not  Recommended  (Subjective) 
Selection  Criteria 

Should  fit  in 


Must  be  young 

Must  know  how  to  manage  "the  crew" 

To  lift  heavy  weights,  should  be  at  least 
5'8"  and  170  pounds 


3.  Determine  what  is  essential  versus 
desirable. 

When  a  criterion  is  deemed  essential  it 
focuses  the  recruitment  task  and  clarifies 
expectations.  However,  it  also  reduces  the 
pool  of  candidates.  One  approach  is  to 
view  essential  criteria  as  only  the  few 
skills  and  abilities  that  cannot  be  learned 
on  the  job  in  a  reasonable  period  of  time. 

What  Criteria  Sliould  I  Use? 

The  selection  criteria  will  vary  for  each  job 
and  for  each  company.  Criteria  will  gener- 
ally fall  into  three  categories: 

Job  related  —  skills  and  abilities  specific 
to  a  job 


The  more  objective  the  selection  criteria, 
the  more  reliable  the  decision  process  will 
be.  Objective  criteria  will  also  ensure  a 
wider  pool  of  candidates  than  might 
otherwise  be  looked  at.  Some  illustrations 
are  listed  below: 

Recommended  (Objective) 
Selection  Criteria 

Demonstrates  flexibility/works  well  with  co- 
workers on  team  efforts/likes  the  work 
conditions 

Demonstrates  enthusiasm  for  the  job/has 
lots  of  energy/is  willing  to  learn  new  things. 

At  least  two  years  supervisory  experience 

Capable  of  lifting  crates  of  20  to  30  pounds 
onto  conveyor  belt 


Transferable  —  skills  like  problem  solving, 
verbal/written  communication  skills  that 
are  transferable  from  one  situation  to 
another 

Personal  —  values  and  goals  of  the 
person 

Figure  2  "Defining  the  Selection  Criteria" 
outlines  some  sample  selection  criteria. 
Determine  which  ones  might  be  important 
to  a  particular  job  vacancy.  Then,  deter- 
mine how  they  could  be  defined  for  that 
particular  job.  (e.g.,  The  criterion  "loyalty" 
could  be  defined  as  . . .  "has  demonstrat- 
ed a  commitment  to  an  employer  or  a 
person".) 
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FIGURE  2.  DEFINING  THE  SELECTION  CRITERIA 

SAMPLE  CRITERIA  HOW  DO  I  DEFINE 


Job  Related: 


1. 

Years  of  Experience 

(e.g.,  two  years  minimum  experience 

co-ordinating  people  or  material  -- 

essential);  (e.g.,  two  years  as  a 

shipper/receiver  --  desired) 

2. 

Type  of  Experience 

3. 

Education 

4. 

Technical  Knowledge 

5. 

Licenses/Certificates 

6. 

Special  Skills 

7. 

8. 


(e.g.,  has  taken  the  initiative  to 
analyze  information/systems  on 
past  jobs) 


3.  Team  Work  

4.  Problem  Solving  

5.  Planning/Budgeting  

6.  Communication  Skills 

7.  Organizing  

8.  Managing  Others/Leadership 

9.  Project  Management  

10.  Selling  Ideas/Things  

11.   

12. 


Transferable: 

1.  Analytical 

2.  Decision  Making 


Personal: 


1. 

Loyalty 

(e.g..  Has  demonstrated  a  commit- 

2. 

Honesty 

ment  to  a  company  or  a  person.) 

3. 

Dependability 

4.  Hard  Working 

5. 

Self  Starter 

6. 

Energy  Level 

7. 

8. 

•  Some  selection  criteria  can  be  more  important  than  others.  Some  employers  assign 
numbers  to  criteria  to  represent  degree  of  importance. 
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What  is  my  recruitment  plan? 


Planning  the  recruitment  effort  is  impor-        •  Are  the  costs  of  attracting  people  justified? 


The  key  to  assessing  the  job  market  is  to        Listed  below  is  a  range  of  options  for 


Media  Advertising  --  Local  and  national  newspapers.   

Employee  Referrals  --  An  organization's  own  contacts  and  networks  through  its  employees.   

Employment  Agencies  --  Private  placement  services  that  provide  people  on  a  permanent  or   

temporary  basis  (usually  clerical,  trades  or  unskilled  labour). 

Consulting  Firms  --  Consulting  companies  that  charge  a  fixed  fee  to  place  people  on  a   

permanent  basis,  usually  for  senior  positions. 

Universities/Colleges/Technical  Schools  --  On-campus  recruitment  services  that  let  employ-   

ers  post  career  advertisements  and  arrange  interviews  with  students,  as  well  as  co-op 
education  programs. 

Special  Events  -  Open  houses/company  visits/career  days/job  fairs/hospitality  suites  at   

conventions. 

Professional  Associations/Union  Halls  ~  Use  of  news  bulletins,  magazines  or  placement   

services  if  available. 

Ethnic  Groups/Associations  -  Use  of  newsletters,  mailing  lists  or  other  services  to  inform   

members  of  job  opportunities. 

Youth  Centres  and  Agencies  ~  Youth  Employment  Centres,  YMCA,  YWCA.   

Walk-Ins  ~  Use  of  a  record/file  of  candidates  who  have  made  walk-in  inquiries.   

Job  Posting  -  The  placement  of  a  job  opening  on  a  company  bulletin  board  or  company   

memo  or  newsletter  to  encourage  internal  candidates  to  apply. 

Internal  Appointment  ~  The  placement  of  someone  internally  based  on  a  predetermined  plan   

of  replacement  or  succession. 

Canada  Employment  Centres  (CEC's)  ~  Employment  centres  that  match  people  to  job   

opportunities  using  job  boards  and  referrals. 

Internal  appointments  and  job  postings  give  employees  a  message  that  the  company  places  a  high 
value  on  internal  experience.  Job  posting  is  also  a  useful  way  to  inform  employees  about  changes  in 
the  organization  and  the  criteria  that  are  important  for  future  advancement. 


answer  the  following  questions: 

•  How  available  are  the  people  with  the 
skills  for  the  job? 


your  company.  Check  the  types  of  options 
that  have  been  used  in  the  past.  Are  there 
ways  to  use  these  various  options  more  in 
the  future? 


identifying  and  attracting  candidates  to 


•  What  has  past  experience  shown  in 
terms  of  recruitment  costs? 


OPTIONS 


USED  IN  THE  PAST 
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3.  Finalize  the  Searcii  Plan 

Having  considered  all  of  the  above  options 
decide  which  option  or  combination  of 
options  will  be  best  for  the  recruitment 
that  has  to  be  undertaken.  The  plan  might 
include  the  following: 

•  tasks  to  be  done 
•who  is  responsible 
•timing  of  events 

•  where  potential  candidates  exist  now 

•  how  they  are  going  to  be  attracted  to 
the  job 

•  the  expected  costs  of  the  recruitment 


Many  employers  are  realizing  that  the 
person  involved  in  the  recruitment  and 
selection  is  the  most  important  factor  in 
determining  the  success  of  the  hiring 
campaign.  In  selecting  those  to  be 
involved  consider  the  following: 

•  Does  the  person  understand  all  of  the 
details  associated  with  the  job? 

•  Does  the  person  effectively  convey  a 
positive  image  for  the  company? 

•  Will  the  person  take  the  time  to  review 
the  applicants'  background? 

•  Will  the  person  be  able  to  relate  well  to  a 
wide  variety  of  candidates? 


How  SHOULD  I 
SCREEN  CANDIDATES? 


At  this  stage,  there  is  only  limited  informa- 
tion about  the  applicants  and  decisions 
based  on  the  final  selection  criteria  are  not 
usually  possible.  For  example,  a  common 
selection  criterion,  "interpersonal  skills", 
can  not  be  assessed  from  a  resume  or  an 
application  form.  Employers,  therefore, 
usually  develop  screening  criteria.  The 
screening  criteria  are  used  to  help  identify 
candidates  that  will  most  likely  have  the 
skills  they  are  seeking.  Screening  criteria 
tend  to  be  very  measurable  things  such  as: 

•  Years  of  experience 

•  Type  of  education/courses  taken 

•  Type  of  positions  held 

•  Work  history 

Candidates  can  then  be  screened  based 
on  information  from  the  resume  or  appli- 
cation form.  A  simple  but  effective  system 
is  to  rank  the  applicants  A,  B  or  C,  accord- 
ing to  the  following  guidelines: 

A  Candidates  -  are  the  best  candidates 
that  likely  will  meet  all  of  the  selection 
criteria. 


B  Candidates  ~  are  potentially  appropri- 
ate but  for  one  or  several  reasons  do  not 
fit  all  selection  criteria. 

C  Candidates  -  offer  the  least  potential. 

Once  a  ranking  is  complete  it  might  be 
appropriate  to  test  the  screening  criteria 
by  taking  a  second  look  at  the  B  candi- 
dates. Would  any  of  these  candidates 
potentially  be  right  for  the  position  if  the 
selection  criteria  were  changed?  The  risk 
of  screening  out  good  candidates  can  be 
reduced  when  some  B  level  candidates  are 
interviewed  as  a  way  of  testing  the  appro- 
priateness of  the  screening  criteria.  This  is 
especially  true  of  women,  immigrants, 
handicapped  individuals  or  natives,  who 
may  not  have  traditional  experience  or 
educational  backgrounds,  but  may  have 
the  skills  that  are  needed  for  the  job. 
Carefully  consider  equivalences  or  alter- 
natives to  specified  experience  and  educa- 
tion standards  to  ensure  you  have  the  best 
person  for  the  position. 
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rv^HoW  DO  I  CONDUCT 
r  AN  EFFECTIVE  INTERVIEW? 


Employers  are  finding  that  the  reliability  of 
interviewing  can  be  increased  with  the  use 
of  a  structured  interview  and  by  following 
some  basic  rules. 

What  Is  A  Structured  Interview? 

A  structured  interview  is  an  interview  that 
follows  a  predetermined  plan  of  question- 
ing. It  means  knowing  ahead  of  time  what 
topics  or  subjects  are  to  be  covered,  why 
they  are  being  covered  and  the  kinds  of 
responses  that  are  expected.  The 
sequence  of  the  questions  need  not  be  the 
same. 

In  fact,  it  is  effective  to  ask  questions  as  if 
they  were  part  of  a  conversation. 

A  Structured  Interview 
—  Some  Basic  Rules 

Below  are  some  general  rules  for  making 
interviewing  more  effective.  Use  these  as 
a  guideline  for  developing  a  structured 
interview. 

•  Carefully  review  the  candidates 
resume/application  form. 

•  Determine  what  information  gaps  need 
to  be  filled. 

•  Develop  an  interview  plan. 

•  Relax  the  candidate  —  use  casual 
conversation;  provide  a  comfortable  and 
quiet  location. 

•  Explain  the  format  of  the  interview. 

•  Explain  and  provide  an  overview  of  the 
job/company. 


•  Use  predetermined  topics,  but  also  ask 
questions  that  relate  to  the  discussion  at 
hand. 

•  Ask  open-ended  questions. 

•  Develop  an  open,  two-way  conversation. 

•  Move  from  the  general  to  the  specific 
and  from  the  harmless  to  the  sensitive 
(e.g.,  leave  discussion  of  personal  situa- 
tions to  the  end). 

•  Let  the  applicant  talk  the  majority  of  the 
time. 

•  Record  an  assessment  of  the  candidate 
immediately  after  the  interview. 

Many  employers  develop  conclusions  very 
early  in  the  interview.  These  conclusions 
tend  to  lock  an  employee  into  a  way  of 
thinking  and  can  lead  to  an  inaccurate 
assessment  of  information  obtained  later 
in  the  interview.  It  is  important  to  keep  an 
open  mind  and  to  be  aware  of  how 
personal  biases  might  affect  the  interview. 

What  Types  of  Interview 
Questions  Work  Best? 

A  simple  rule  with  respect  to  interview 
questions  is  to  keep  all  questions  directly 
related  to  valid  requirements  of  the  job. 
Many  interview  situations  can  result  in 
applicants  being  screened  out  who  are  well 
qualified  but  less  dynamic,  unless  tactful 
questioning  methods  are  used.  The  follow- 
ing examples  suggest  recommended  ways 
of  handling  some  interview  situations: 
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Situation  1: 


The  job  requires  extensive  travel  and  the  candidate  is  a  married  woman  with  children. 

Not  Recommended  Recommended 

I  see  from  your  resume  that  you  have         The  job  requires  extensive  travel  — 
children,  how  will  your  husband  feel  how  do  you  feel  about  that? 

about  the  travel? 

Explanation  —  The  "not  recommended"  question  potentially  introduces  the  interviewer's 
personal  values  into  the  interview.  The  right  question  points  out  the  job  requires  travel  and 
asks  a  valid  question  with  respect  to  how  prepared  the  candidate  is  to  travel. 


Situation  2: 

The  job  requires  work  on  Saturdays  and  employees  in  the  past  have  refused  to  work 
because  of  religious  reasons. 

Not  Recommended  Recommended 

What  is  your  religion?  The  job  requires  work  on  Saturdays  —  does 

that  pose  any  problem  for  you? 

Explanation  —  Asking  to  know  a  person's  religion  doesn't  necessarily  tell  an  interviewer  if 
they  are  willing  to  work  on  a  Saturday. 


Situation  3: 

A  candidate  applying  for  a  shipper/receiver  position  is  wearing  a  turban  and  has  a  beard. 


Not  Recommended 

It  is  company  policy  to  wear  a  hard  hat 
and  to  be  clean  shaven.  Can  you 
accommodate  that? 


Recommended 

To  meet  public  health  and  safety  legislation, 
all  workers  in  the  warehouse  must  wear 
hard  hats.  Can  you  accommodate  that? 


Explanation  —  While  it  may  be  a  company  policy,  the  policy  may  go  against  human  rights 
legislation  unless  proven  that  the  clean  shaven  policy  is  a  bona  fide  job  requirement.  The 
"recommended"  question  demonstrates  that  because  of  legislation  the  hard  hat  policy  is  a 
valid  job  requirement. 


Continued... 
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PRINCIPLES  FOR  DEVELOPING  EFFECTIVE  INTERVIEW  QUESTIONS 


1 .  FOCUS  ON  JOB  REQUIREMENTS 


Not  Focused 

How  well  do  you  think  you  will 
perform  this  job? 


Focused 

If  I  talked  to  your  past  supervisors  what 
would  they  say  about  your  ability  to  work 
with  people? 

Explanation  —  The  first  question  is  not  focused  on  any  particular  requirement  of  the  job. 
The  recommended  question  focuses  on  the  requirement  of  "working  with  people".  It  also 
will  provide  preliminary  ideas  of  what  the  candidate's  reference  check  might  say. 


2.  ASK  OPEN  ENDED  QUESTIONS  

Not  Open  Ended  Open  Ended 

Who  was  your  past  employer?  How  would  you  deal  with  a  customer  who 

OR  When  did  you  finish  school?  is  calling  with  a  complaint?  OR  What  did  you 

enjoy  most  about  your  education? 

Explanation  —  While  the  first  questions  seek  valid  and  important  information,  they  only 
require  the  candidate  to  provide  a  simple  one  or  two  word  response  and  could  be  obtained 
from  a  resume  or  application  form.  The  recommended  questions  are  open  ended  and 
require  the  candidate  to  think  and  begin  to  talk  about  personal  likes  or  perhaps  dislikes. 


3.  UNDERSTAND  THE  PERSON 


Seeks  "Superficial"  Response 


Seeks  "Personal"  Response 


Are  you  a  hardworking  person?  What  qualities  do  you  respect  in  a  person? 

Explanation  —  The  first  question  leads  the  candidate.  It  is  clear  that  "hardworking"  is 
important  and  the  candidate  knows  what  is  expected.  The  second  question  does  not  lead 
and  requires  the  candidate  to  begin  talking  about  things  that  seem  important  to  him/her. 


SAMPLE  QUESTIONS 

Below  are  some  questions  that  may  be 
useful  for  assessing  a  candidate's  job 
related,  transferable  and  personal  skills 
and  abilities. 

1.  Job  or  Experience  Related  Skills: 

•  What  experience  do  you  have  that  you 
can  apply  to  this  job? 

•  What  experience  do  you  have  with  the 
equipment  and  procedures  required  for 
this  job? 


•  As  a  shipper/receiver,  how  would  you  go 
about  recording  incoming  and  outgoing 
shipments? 

•  What  would  you  consider  your  best  skill 
or  greatest  achievement  in  past  jobs? 

2.  Transferable  skills: 

•  What  kinds  of  activities  do  you  feel  most 
confident  in  doing? 

•  What  kinds  of  people  do  you  (or  don't 
you)  like  to  work  with?  Why? 
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•  Can  you  give  me  an  example  of  how  you 
have  (use  one  or  more  of  the  following): 
solved  a  difficult  problem;  made  a  tough 
decision;  planned  for  something  ahead  of 
time;  managed  a  project;  or  managed  a 
group  of  people? 

3.  Personal: 

•What  motivates  you? 

•  Where  do  you  see  yourself  five  years 
from  now? 

•  Who,  or  what  has  influenced  you  the 
most  in  forming  your  career  goals? 


•  What  do  you  like  to  do  most  to  relax? 

•  Why  are  you  interested  in  our  company? 

•  How  successful  do  you  feel  you  have 
been  so  far? 

•  What  qualities  do  you  respect  most  in  a 
person? 

Many  employers  bring  the  better  candi- 
dates back  for  further  interviews.  Most 
often  this  means  the  top  two  or  four 
candidates  are  interviewed  for  a  second 
time.  Reliability  will  increase  with  the 
length  of  time  spent  interviewing. 


How  DO  I  SELECT 
THE  BEST  CANDIDATE? 


Selecting  the  final  candidate  can  be  a  very 
challenging  task.  There  are  many  factors 
to  consider,  most  of  which  will  require 
intuitive  or  personal  feelings  about  the 
candidate.  The  use  of  an  assessment  form 
can  make  the  task  easier  and  more  reliable. 

A  copy  of  a  Candidate  Assessment  Form 
is  found  in  Appendix  III.  The  grid  enables 
recruiters  to  rank  candidates  on  a  scale  of 
1  to  5  (with  5  being  the  best  or  highest 
score),  for  factors  (i.e.,  selection  criteria) 
that  are  important  to  the  job. 

The  following  steps  for  deciding  on  the 
best  candidate  could  be  as  follows: 

1 .  Review  candidates  from  a  broad 
perspective  —  how  does  each  one  appear 
in  general  terms?  What  are  the  general 
strengths  and  weaknesses? 

Is  more  information  required?  Can  all 
candidates  be  accurately  assessed  for 
each  criterion  being  used? 

2.  Develop  judgments  of  candidates  for 
each  criterion.  Judge  them  on  the  rank 
of  1  to  5. 


3.  Total  the  scores  for  an  interim 
assessment. 

4.  Arrive  at  a  preliminary  decision.  Does 
both  intuitive  feeling  and  the  ranking  make 
sense?  Is  the  choice  clear?  If  not,  seek 
more  information  (e.g.,  reference  checks, 
see  following  section). 

5.  Balance  all  factors  and  then  decide. 
Document  the  rationale  for  the  decision. 

With  the  best  candidate  selected,  the  next 
task  is  to  have  the  candidate  accept  an 
offer  of  employment.  This  is  often  done 
with  a  "letter  of  offer". 


What  Should  A  Letter  Of  Offer  Include? 

The  letter  that  offers  employment  to  a 
prospective  employee  should  be  very 
specific  with  respect  to  the  following: 

Terms  of  employment,  references  to 
expectations  of  the  employee  (e.g.,  attach 
job  description  and  any  goals  or  objectives 
relevant  to  the  job),  salary,  benefits, 

Continued... 
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vacation,  probationary  period  if  any,  hours 
of  work  and  any  other  standard 
expectations. 

It  should  also  document  any  special 
conditions  of  employment  that  were 
discussed  or  agreed  upon  verbally. 

Should  I  Communicate  To  Unsuccessful 
Candidates? 

Recruitment,  in  many  respects,  is  a  public 


relations  exercise.  Employers  want 
prospective  employees  to  feel  excited 
about  the  idea  of  working  with  the 
company.  Therefore,  it's  important  to 
communicate  to  not  only  the  successful 
candidate  but  also  to  the  candidates  who 
were  not  successful.  Letters  or  phone 
calls  to  unsuccessful  candidates  provide 
certainty  and  a  positive  feeling  about  the 
company. 


How  DO  I  OBTAIN  USEFUL 
REFERENCE  CHECKS? 


Reference  checking  is  an  important  and 
reliable  method  of  testing  opinions  about 
the  candidate.  It  is  a  widely  used  screen- 
ing tool  that  is  not  very  costly  and  can  be 
reliable  if  the  right  effort  is  put  into  it. 
Reference  checks  are  usually  conducted 
only  for  the  final  candidate.  In  cases 
where  employers  can't  decide  between 
two  or  three  candidates,  reference  checks 
are  often  used  to  help  clarify  the  decision. 

How  Do  I  Analyse  The  Information  I 
Receive? 

Generally,  reference  checks  are  biased 
towards  the  positive,  therefore,  reference 
checking  requires  careful  attention  to  any 
subtle  hints  and  to  things  that  "were  not" 
said  as  much  as  "were"  said.  Negative 
comments  should  be  taken  very  seriously 
and  pursued  further. 

If  the  people  providing  the  reference  are 
being  forthright,  a  consistent  pattern 
should  start  to  emerge  after  talking  with  a 
few  references. 


If  a  pattern  does  not  seem  to  be  occur- 
ring, further  references  may  be  warranted. 
If  there  are  strong  opinions  (particularly 
negative)  or  views  that  may  differ  from 
how  the  candidate  appeared  in  the  inter- 
view, further  references  also  should  be 
undertaken. 

A  checklist  of  suggested  discussion  topics 
to  cover  as  part  of  a  reference  check  is 
provided  in  Appendix  II. 
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iwWhat  ensures  the  best  chance  of 
V  success  for  the  new  employee? 


The  signing  of  the  letter  of  offer  is  not  the 
end  of  the  recruitment  process.  There  are 
many  ways  a  new  employee  can  be 
unsuccessful  if  he/she  is  not  provided 
with  some  clear  direction  and  assistance. 
Some  things  an  employer  can  do  to  ensure 
the  success  of  its  new  employees  are: 

1 .  Introduce  the  new  employee  — 
Employers  can  provide  personal  introduc- 
tions to  people  who  will  be  working  with 
the  new  employee. 

2.  Test  the  appropriateness  of  the  work 
environment  —  Once  the  employee  has 
had  some  time  on  the  job,  employers  can 
ask  new  employees  for  feedback  on  the 
work  environment.  The  employer  can  then 
adjust  the  work  environment  to  meet  any 
problems  that  have  arisen  or  explain  why 
changes  can't  be  made. 

3.  Provide  orientation  training  — 
Orientation  training  usually  covers  the 
following  topics: 

The  company: 

•  History 

•  Products,  services  and  customers 

•  Objectives  of  the  company 
•Organization  structure 

•  Main  policies  and  rules 

•  Management  philosophy 

•  Discipline  procedures 

•  Names  of  key  people 

•  Layout  of  facilities 
•Training  and  promotion  policy 

•  Employee  benefits 

•  Pay  days 

•  Pay  scales 

•  Vacations/holidays 


•  Sick  leave 

•  Medical  insurance 

•  Retirement  plans 
•Training  and  education 

•  Career  planning 

The  job: 

•Job  location 

•Job  description  and  specific  duties 

•  Safety  requirements 

•  Salary 

•  Benefits  (Dental,  Health  Care,  Profit 
Sharing,  Flex  Time,  Days  Off, 
Maternity  Leave,  etc.) 

•  Relationships  to  other  workers 

•  Production  standards 

•  Rest  breaks 
•Tools/equipment 
•Where  to  go  for  help 

Often  someone  is  assigned  to  the  new 
employee  to  lead  them  through  the  above 
items.  Printed  and  audio-visual  material 
can  assist  the  effort  immensely. 

4.  Present  clear  expectations  of  the  job  — 
During  the  orientation  of  the  employee  it 
is  essential  to  provide  clear  information 
with  respect  to  how,  and  on  what  basis, 
performance  will  be  evaluated. 

5.  Establish  training  and  development 
needs  —  Every  employee  has  some  weak- 
nesses. Initially,  and  then  on  an  ongoing 
basis,  employers  can  assess  an  employ- 
ee's development  needs  and  then  develop 
a  plan  of  action  to  ensure  those  needs  are 
met. 
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NOTES 

Use  the  space  below  for  recording  recruitment  and  selection  concerns,  ideas,  resources  or 
other  helpful  notes  for  future  reference.  Also,  please  note  that  additional  help  is  available 
fronn  your  local  Alberta  Career  Development  and  Employment  office  or  the  Career 
Information  Hotline. 
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Employers: 

For  further  information  or  help,  contact  your  nearest  Career  Development  Centre  or  the 
Career  Information  Hotline: 


Bonnyville 

2nd  Floor,  Provincial  BIdg. 
4904  -  50  Avenue 
TOA  OLO 

Telephone:  826-6142 
Calgary 

7th  Floor,  Century  Park  Place 
855  -  8  Avenue  S.W. 
T2P  3P1 

Telephone:  297-3247 
Camrose 

B110  Provincial  Building 
4867  -  50  Street 
T4V1P6 

Telephone:  679-1275 
Edmonton 

One-Twelve  Professional 
Building 

10050  -  112  Street 
T5K  2R4 

Telephone:  427-8517 

Fort  McMurray 

7th  Floor,  West  Tower 
Jubilee  Centre 
9915  Franklin  Avenue 
T9H  2K4 

Telephone:  743-7194 

Grande  Prairie 

1201  Provincial  Building 
10320  -99  Street 
T8V  6J4 

Telephone:  538-5430 

High  Level 

PO.  Box  452 
10603  -93  Street 
TOH  1Z0 

Telephone:  926-2661 


Hinton 

Yellowhead  Building 
415  Gregg  Avenue 
T7V1N1 

Telephone:  865-8293 
Lethbridge 

402  Professional  Building 
740  -  4  Avenue  South 
T1J0N9 

Telephone:  381-5419 

Medicine  Hat 

208  Provincial  Building 
770  -  6  Street  S.W. 
T1A4J6 

Telephone:  529-3580 

Peace  River 

9603  -  90  Avenue 
TOH  2X0 

Telephone:  624-6352 

Pincher  Creek 

Box  2138 

226  Provincial  Building 
782  Main  Street 
T0K1W0 

Telephone:  627-3922 

Red  Deer 

2nd  Floor 
Provincial  Building 
4920  -  51  Street 
T4N  6K8 

Telephone:  340-5151 

Slave  Lake 

PO.  Box  825 
Lakeland  Centre 
TOG  2A0 

Telephone:  849-7220 


Vermilion 

Main  Floor,  Provincial 
Building 

4701  -  52  Street 
TOB  4M0 

Telephone:  853-8111 

Wetaskiwin 
(Satellite  Office) 

Provincial  Building 
5201  -  50  Avenue 
T9A  0S7 

Telephone:  352-1357 
Whitecourt 

244  Provincial  Building 
5050  -  52  Avenue 
TOE  2L0 

Telephone:  778-7132 

Career  Information 
Hotline: 

Dial  "0"  and  ask  for  Zenith 
22140  or,  in  Edmonton, 
dial  422-4266 
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PPENDIX  I 


DEFINING  JOB  REQUIREMENTS 
AN  EXAMPLE  OF  A  JOB  ANALYSIS 

POSITIONATITLE:  Shipper/Receiver 


MAIN  ROLE: 

Manages  the  entire  loading  dock 
operation,  receives  goods,  loads 
trucks  for  outgoing  shipments,  and 
maintains  appropriate  records. 

A.  OBJECTIVES  FOR  THE  JOB 


Develop  new  procedures  to  accom- 
modate new  accounting  system. 
Reduce  loading  time. 
Increase  utilization  of  existing  truck 
fleet  through  better  planning  of 
shipments. 

DUTIES 

Determine  method  of  shipment  for 
outgoing  goods. 

Compare  quantity  and  identification 
of  goods  to  ensure  accuracy. 
Select  containers  for  shipment. 
Affix  identifying  information  on 
containers  using  staplers. 
Arrange  for  shipment  by  phoning 
carrier. 

Prepare  bills  of  lading  by  hand. 
Maintain  files  of  shipments. 
Inspect  shipments,  reject  damaged 
goods  and  verify  quantity. 
Direct  materials  to  appropriate  loca- 
tions. 

Direct  others  in  the  packing  and 
unpacking  of  goods. 

C.  CHALLENGES 

1 .  New  accounting  system  will  require 
changes. 

2.  Mid  season  sales  requires  extensive 
overtime  for  two  months. 

3.  Accommodating  variable  production 
schedules. 
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D.  REQUIRED  SKILLS  AND  ABILITIES 
Job  related: 

1 .  Experience:  Knowledge  of  shipping 
procedures,  routes  and  rates. 

Transferable: 

1 .  Organization  and  Planning  Skills  — 
can  plan  the  activities  of  the  various 
carriers  simultaneously  and  sched- 
ule carriers  so  that  the  objectives  of 
reducing  dock  loading  time  is  met. 
Can  also  plan  shipments  to  take 
advantage  of  internal  truck  fleet. 

2.  Record  Keeping  —  can  maintain 
exacting  records  for  shipments  and 
to  help  the  development  of  a  new 
accounting  system. 

3.  Decision  Making  —  can  make  deci- 
sions quickly  to  adapt  to  sudden 
changes  in  demands  for  shipping. 

4.  Interpersonal  —  can  direct  other 
staff  to  carry  out  specific  tasks  — 
can  relate  well  to  all  departments 
and  with  trucking  companies. 

Personal: 

1 .  Reliability  —  needs  to  be  a  very 
reliable  person. 

2.  Innovative  —  should  be  interested 
in  developing  new  procedures  and 
working  in  a  changing  environment. 

3.  IndependentSelf  Starter  — works 
with  minimal  supervision  and  must 
be  able  to  manage  own  time  and 
priorities  on  his/her  own. 
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Appendix  ii 

REFERENCE  CHECKING 

CHECK  LIST  OF  THINGS  TO  DISCUSS 

TOPIC  CHECK 

1 .  Relationship  to  candidate 

Is  the  person  a  friend?  If  so,  how  objective  is  the  person?  Did  the 

person  have  the  opportunity  to  get  to  know  the  candidate?   

2.  Job  Related  Skills 

Nature  and  quality  of  work   

Technical  competence   

Degree  of  supervision  required   

Ability  to  meet  deadlines   

Strengths   

Weaknesses   

Salary   

Reason  for  leaving   

3.  Transferable  Skills 

Planning   

Problem  solving   

Creativity   

Interpersonal   

Written  communication   

Verbal  communication   

Judgement   

Decision  making   

4.  Personal 

Loyalty   

Attitude  towards  work   

Honesty   

5.  Recommendation 

Do  they  recommend  the  candidate?   

Does  it  seem  like  an  appropriate  move  for  the  candidate?   

Would  they  rehire  the  person?   
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BACKGROUNDER 


•TRAINING:  YOUR  COMPETITIVE  ADVANTAGE*' 


It  has  been  six  months  since  Career  Development  and  Employment  set  the  stage  for 
a  Roundtable  on  competitiveness  and  training  entitled  "Meeting  the  Challenge". 
Since  that  time  the  department  has  been  building  on  the  successes  of  this  event  and 
working  on  ways  to  keep  the  momentum  going.  One  way  to  achieve  this  has  been 
through  the  development  of  a  series  of  projects  imder  the  theme  "The  Winning 


One  of  these  projects  is  'Training:  Your  Competitive  Advantage",  a  package  of 
materials  designed  to  help  business  owners  and  managers  understand  how  training 
can  work  for  them,  and  why  a  training  culture  is  a  necessity  in  today's 
globally-competitive  environment. 

The  package  consists  of  a  10-minute  video,  a  workshop  outline,  tip  sheets  for 
distribution  to  participants  and  some  useful  departmental  resource  materials. 

Designed  for  use  by  those  who  are  consulting  with  small  and  mediima-size 
businesses,  the  materials  have  been  developed  with  assistance  from  representatives 
from  the  Field  Services  Division  who  would  be  happy  to  answer  any  questions 
about  content  or  utilization.  For  information  and  assistance,  please  feel  free  to 
contact  the  following  individuals: 

Miki  Wood  -  Community  Services,  Calgary  -  161-6623 

Jenny  Bain  -  Program  Support,  Edmonton  -  422-4603 

Barb  Schur  -  CDC  Hinton  - 132-8293 

Bev  Austrom  -  CDC  Wetaskiwin  -  144-1357 

For  additional  copies  of  the  materials,  please  contact: 


Edge". 


Information  Development  and  Marketing 
9th  Floor,  CityCentre 

10155  -  102  Street 
Edmonton  AB  T5J4L5 


or  telephone  (403)  422-1794 


At  this  time,  there  is  no  charge  for  the  package. 
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CAREER  DEVELOPMENT 
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Purpose  of  the  Workshop 

Workshops  offer  an  excellent  opportunity  for  people 
to  learn  by  participating.  The  purpose  of  this 
workshop  is  to  guide  participants  toward  their  own 
training  solutions  and  ideas  by  presenting  models 
such  as  those  in  the  video,  and  providing  a  forum  for 
the  active  exchange  of  thoughts  and  plans. 

Myths  About  Training 

•  Some  people  believe  anyone  can  teach  another 
person  how  to  do  a  job  just  by  showing  them 
how.  This  is  usually  an  ineffective  way  of 
teaching  if  done  in  isolation  from  other  training 
methods.  It  is  important  that  people  understand 
how  to  do  something  and  why  it  must  be  done 
that  way. 

•  Some  people  think  of  training  as  a  cost. 
Training  is  an  investment  in  business  and  in  our 
future.  One  fear  many  business  people  have  is 
that  once  staff  members  are  properly  trained 
they  may  leave  because  they  have  risen  above 
their  previous  level  of  competence  and  are 
looking  for  new  challenges  or  higher  salaries. 

A  company  can  build  in  a  contingency  plan  to 
keep  people  challenged  and  rewarded. 
Training  may  reduce  the  frequency  of  staff 
turnover  and  it  certainly  improves  on-the-job 
performance. 

•  Some  people  believe  a  degree  or  diploma 
should  be  sufficient  training  to  perform  a  job. 
This  is  a  false  assumption.  Every  job  requires 
some  level  of  ongoing  training,  whether  it  be 
training  in  company  values  or  for  enhanced  job 
skills.  Degrees  and  diplomas  teach  people  how 
to  think— they  do  not  teach  the  specific  needs 
or  procedures  of  a  company  or  organization. 

•  Some  people  believe  that  once  you  have  a 
secure  job  or  once  you  own  a  business,  you  are 
set  for  life.  Today,  technology,  lifestyles  and 
the  global  economy  are  changing  rapidly. 
Canada  needs  to  develop  a  training  culture — a 
lifelong  learning  society  that  values  learning 
and  doing,  both  in  the  workplace  and  off  the  job 
for  all  employees. 
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Woricshop  Tools 

•  Training:  Your  Competitive  Advantage, 
a  10-minute  video 

•  Sample  print  materials.  These  Alberta  Career 
Development  and  Employment  publications  are 
provided  as  samples  of  materials  you  may  wish 
to  use.  Feel  free  to  substitute  others  as 
appropriate. 

•  Tipsheets  #1  and  #2  for  photocopying  and 
distribution.  The  enclosed  economic  model  can 
also  be  made  into  an  overhead  if  required. 

•  Flipchart  and  pens 

•  Leader  Action  Sheet 

•  A  VHS  video  playback  unit  and  a  television  will 
be  required. 

Make  sure  the  television  is  set  at  an  appropriate 
height  so  that  all  participants  can  clearly  see  it. 
Consider  dimming  the  lights  and  closing  the  drapes 
to  reduce  glare  and  improve  color  quality. 
Important:  Check  the  equipment  and  the 
videotape  the  day  before  to  ensure  that  both  are  in 
good  working  condition. 

Woricshop  Objectives 

Depending  on  the  level  of  expertise  or  knowledge 
about  training  concepts  among  participants,  the 
workshop  can  be  designed  to  accomplish  a  variety  of 
objectives.  For  example: 

1 .  To  raise  awareness  of  the  positive  benefits  of 
training. 

2.  To  encourage  the  implementation  of  training  in 
order  to  be  competitive. 

3.  To  improve  current  training  programs  by 
incorporating  new  approaches  and  ideas. 

Once  you  have  set  an  objective  for  the  workshop, 
consult  the  Leader  Action  Stieet  ior  the  workshop 
outline.  Three  hours  should  be  allowed  for  the 
workshop  so  that  the  video  can  be  viewed  twice  if 
required  and  to  allow  ample  time  for  discussion. 
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I 


Leader  Action 
Sheet 


Purpose  of  the  Video 

"Training:  Your  Competitive  Advantage"  \s  a 
motivational  tool  that  will  help  business  owners, 
managers  and  community  leaders  understand  how 
training  can  work  for  them  and  why  a  training  culture 
is  a  necessity  in  today's  global  environment. 

Video  Content 

The  video  introduces  the  concept  of  training  as  an 
important  tool  for  success.  It  highlights  two  Alberta 
small  businesses— 4st.  Rose  restaurant  and  the  Bolt 
Supply  House. 

Next,  an  economic  model  from  Canada  at  the 
Crossroads:  The  Reality  of  a  New  Competitive 
Environment  by  Michael  Porter,  illustrates  how  a 
variety  of  forces  combine  to  affect  business 
profitability  and  competitiveness.  The  video  makes 
an  analogy  between  hockey— Canada's  best  known 
form  of  a  training  culture —  and  Porter's  "diamond 
theory",  explaining  how  all  the  factors  work  to  achieve 
our  international  reputation  and  success  in  that  sport. 

Finally,  the  video  wraps  up  with  a  short  interview  with 
Lt.-Col.  Ron  Guidinger  of  CFB  Cold  Lake  who  led  the 
F18  Squadron  "Desert  Cats"  during  the  Gulf  War. 
A  specialist  in  training,  he  shares  his  basic  strategy. 

Woricsilop  Outline 


Before  and  After  Questions 

The  objectives  of  this  workshop  are  to  help  people 
identify  their  own  perceptions  about  training  and  to 
help  them  generate  new  ideas  for  training  solutions. 
Before  you  show  the  video,  start  with  a  discussion 
session  in  which  you  encourage  all  people  to 
contribute. 

Suggested  Opening 

"Training:  Your  Competitive  Advantage  is 
a  worlcstiop  designed  to  offer  ideas  and 
tips  on  how  to  make  your  business 
profitable  and  more  competitive.  Let's 
start  by  first  asliing  ourselves  a  few 
questions — would  someone  like  to  write 
these  ideas  down  on  the  flipchart?  We're 
just  going  to  brainstorm  a  little  about  how 
we  presently  view  training  in  the 
workplace." 

Next,  ask  some  or  all  of  the  following  questions  on 
the  other  side  of  this  sheet,  and  encourage  people  to 
volunteer  answers.  Write  the  answers  on  half  a  flip 
chart  page. 


1.  Introductions. 

2.  Hand  out  Tip  Sheets  #1  and  #2. 

3.  Ask  the  questions  on  page  2  of  this  sheet. 

4.  Roll  the  videotape  (have  it  cued  up  prior  to 
the  session). 

5.  Review  the  questions  and  compare  "before 
and  after"  beliefs  and  perceptions. 

6.  Walk  through  Tip  Sheet  #2  and  the 
economic  model. 

7.  Discuss  what  participants  can  do  to  set  up 
their  own  program.  (This  session  can  be 
simple  or  complex  depending  on  your 
workshop  objectives.) 

8.  Distribute  additional  resource  materials 
if  appropriate. 

9.  Evaluate  the  session. 
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Leader  Action  Sheet  continued 


Questions 

1 .  What  is  training?  (upgrading,  cross-training, 
orientation,  new  skills,  etc.) 

2.  Who  needs  training?  New  employees? 
Managers?  Line  Staff? 

3.  What  do  you  teach  people  when  you  train  them? 
(e.g.,  how-to  skills,  company  policy,  company 
history,  company  objectives). 

4.  Why  do  you  train  certain  staff? 

5.  Why  don't  you  train  other  staff? 

6.  How  much  do  you  think  a  training  plan  would 
cost  you?  To  design?  To  implement? 

7=  Do  you  think  there  is  a  cost  of  not  training? 
8«  If  all  of  your  regular  staff  quit  tomorrow,  how 
would  new  staff  learn  the  jobs? 

9.  When  you  think  of  training,  what  are  the 
sources?  (institutions,  industry  associations, 
correspondence,  private  tutoring,  consultants, 
self-directed,  professional  journals,  conferences, 
videotapes?) 

10.  What  motivates  your  staff  to  perform  well? 

1 1 .  Do  you  have  a  written  set  of  performance 
standards  for  your  employees?  If  so,  why? 
If  not,  why  not? 

1 2.  In  your  experience^  what  is  the  easiest  way  to 
learn  something? 

13.  Who  is  responsible  for  training?  The  employer? 
The  employee?  The  school  system? 
Government?  Why? 

Write  down  various  responses  and  ask  the  group  to 
share  their  beliefs  and  methods  without  passing 
judgement  or  evaluating  any  of  the  answers.  If  people 
would  like  to  discuss  things,  let  them.  However,  try  to 
limit  this  session  from  15  to  30  minutes.  The  idea  is 
to  get  people  to  become  more  objective  about  their 
current  attitude  toward  training. 


Roll  the  Video-tape 

Ask  people  to  watch  the  tape  with  the  questions  in 
mind  and  to  take  notes  as  they  view. 

Post-Viewing  Activities 

1 .  Begin  by  asking  participants  their  general 
impressions.  What  did  they  learn  from  the  tape? 
Next,  ask  people  to  discuss  how  their  initial 
responses  differ  from  the  ideas  presented  in  the 
tape.  Go  back  to  the  flip  charts  and  write  down 
new  perceptions  as  you  briefly  review  the 
questions  again. 

2.  Review  Tip  Sheets  #1  and  #2  with  participants. 
If  people  are  confused  or  would  like  to  screen 
segments  of  the  tape  again,  be  willing  to  rewind 
and  review  the  material  together. 

3.  Open  the  floor  for  discussion  on  how  the 
concepts  can  or  cannot  work  in  the  participants' 
own  businesses.  Work  together  to  suggest 
solutions  for  training  problems. 

4.  Give  everyone  this  assignment: 

"If  you  had  unlimited  resources,  what 
would  you  do  to  implement  a  training 
program  in  your  business?" 

5.  Brainstorm  the  partnership  possibilities  that  could 
turn  this  dream  into  a  reality. 


Video  Summary 


This  video  highlights  two  entrepreneurs. 

Barbara  Beard  is  the  owner  of  4st.  Rose 
restaurant  in  Calgary.  She  began  the  operation  in 
1980  in  one  small  house.  A  former  senior  marketing 
manager  with  IBM  Canada,  she  had  always  wanted 
to  own  her  own  restaurant.  Ms.  Beard  knew  nothing 
about  the  restaurant  business  when  she  started  so 
she  hired  professional  consultants  to  help  her.  She 
did,  however,  know  a  lot  about  training.  IBM  is 
recognized  as  a  leader  in  training  its  employees  and 
Ms.  Beard  applied  those  concepts  to  her  restaurant. 

She  first  set  out  a  company  policy  that  was  simple 
and  easy  for  employees  to  understand.  "One 
hundred  per  cent  satisfaction  policy  is  our  most 
important  policy  and  we've  had  that  since  day  one," 
she  says. 

To  help  employees  appreciate  what  that  really  means 
to  her,  she  created  a  series  of  training  manuals  that 
provide  basic  information  about  4st.  Rose  and  its 
standards.  Then  she  instituted  a  managerial  training 
system  where,  one-on-one,  managers  work  with 
servers.  Mistakes  are  rewarded  with  a  "thanks  for 
bringing  that  to  my  attention",  then  the  manager 
shows  the  server  the  "right"  way  to  do  the  work 
according  to  company  standards. 

From  her  start  with  a  single  restaurant,  Ms.  Beard's 
business  has  expanded  to  take  up  the  entire  street 
corner  with  two  restaurants,  a  bar  and  a  general 
store — where  baked  and  canned  goods  produced  on 
the  premises  are  sold.  4st.  Rose  employs  over  100 
people  in  peak  summer  season. 

Ms.  Beard  constantly  solicits  comments  from  both 
staff  and  customers  and  uses  this  information  to 
continuously  improve  the  business  and  respond  to 
market  needs.  Even  though  most  service  industries 
complain  of  high  turnover,  many  4st.  Rose 
employees  have  worked  there  for  years. 


John  McCann  is  the  president  and  general 
manager  of  the  Bolt  Supply  House.  The  44  year-old 
business  specializes  in  distributing  a  variety  of 
industrial  fasteners.  The  business  has  operated 
since  1948.  Mr.  McCann  became  involved  when  his 
brother  purchased  it  in  1974. 

The  company  employs  about  60  people  in  five 
branches  throughout  Alberta  and  Saskatchewan. 
The  business  is  ranked  by  Texas  A  &  M  as  being  in 
the  top  two  per  cent  of  profitability  in  their  industry  in 
North  America. 

John  McCann  believes  strongly  in  the  "prairie  work 
ethic".  He  says  Albertans  are  highly  motivated 
people,  however,  their  lack  of  job-specific  training 
often  results  in  frustration  for  both  employer  and 
employee. 

"We  treat  all  people  like  management.  The  more 
information  we  can  give  people,  the  better  job  they 
can  do  and  the  more  interest  they  take  in  the  job 
they're  doing,"  says  John. 

His  philosophy  about  work  is  that  business  should  be 
"a  lot  of  fun".  By  that  he  means  that  the  social 
environment  of  the  workplace  is  just  as  important  as 
the  work.  He  has  made  an  effort  to  offer  managers 
various  interpersonal  communications  seminars,  and 
to  develop  strong  company  camaraderie.  Once  a 
year  he  brings  all  of  the  employees  together  from  all 
branches  and  although  it  costs  money,  he  feels  that 
the  improved  morale  and  rapport  is  worth  it. 
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Tip  Sheet  #1  continued 


Within  the  company,  employees  are  taught  how  their 
productivity  affects  the  bottom  line.  They  are  given 
responsibility  and  incentives  for  increasing 
productivity.  Sometimes  these  incentives  might  be 
as  simple  as  giving  a  direct  commission  on  sales. 

All  employees  are  respected  and  valued.  Office  staff 
support  the  field  branches  and  are  given  rewards 
such  as  flex-time.  They  respond  in  kind  by  being 
willing  to  work  unusual  hours  in  peak  seasons  to 
ensure  orders  are  filled. 


"Training  is  an  important  ingredient  that's  missing  in 
most  businesses,"  says  Mr.  McCann.  "If  we  wanted 
to  have  a  winning  edge  out  there,  we  had  to  treat  the 
customers  better  than  anyone  else  could  treat  them 
and  the  fastest  way  to  do  it  was  to  train  our  people." 

The  Bolt  Supply  House  seeks  customer  and 
employee  feedback  and  responds  accordingly. 


Training  is  a  continuous  process  throughout  the 
company's  branches.  Employees  are  encouraged 
and  supported  in  their  efforts  to  keep  learning.  For 
example,  employees  are  reimbursed  for  courses  they 
take  and  pass,  providing  prior  approval  was  obtained. 


Tip  Sheet  #2 


Lt.-Col.  Ron  Guidinger's  TVaining 
Strategy 

1 .  Be  real. 

If  there  is  a  certain  skill  level  that  you  need  to 
achieve,  know  what  that  is  before  you  start  and 
aim  at  that  level — not  higher,  not  lower. 

2.  Have  a  plan. 

Look  at  what  you  have.  What  resources  do  you 
have  to  accomplish  this  training?  What  options 
do  you  have  so  that  you  can  provide  the  training 
to  employees  in  a  reasonable  amount  of  time? 

3.  Get  everyone  on  side  first. 

Once  you  have  figured  out  what  you  want  to  do, 
meet  with  your  people  and  introduce  them  to  the 
idea.  Help  them  become  part  of  it.  There  may 
be  objections  and  some  may  have  validity.  Be 
prepared  to  listen  and  adjust  the  plan. 
Employees  and  employers  have  to  work  together 
for  training  programs  to  work. 

4.  Act  boldly  and  decisively. 

Get  involved  and  show  that  you  are  participating 
in  the  program  yourself.  You  must  play  a  key 
role  in  all  that  goes  on.  Employees  have  to  see 
how  committed  you  are  to  these  training  goals. 
Let  them  catch  your  enthusiasm. 


Small  Business  is  Canada's 
Economic  Strength 

•  Eighty  per  cent  of  Canadian  businesses  are 
small  businesses. 


All  Business  Can  Profit  From 
Training 

•  Countries  like  Germany,  France,  Sweden, 
Switzerland  and  Japan  make  training  a  daily  or 
weekly  part  of  the  job.  Japan  devotes  an 
average  of  200  hours  per  employee  per  year  to 
training  at  work.  Canada  averages  6.7  hours  of 
training  per  employee  per  year. 


Training  Can  Save  You  Money.... 
Training  Can  Make  You  Money 
through: 

•  increased  productivity 

•  fewer  errors 

•  reduced  spoilage 

•  improved  customer  relations 

•  lower  staff  turnover  (reduced  hiring  costs) 

•  better  customer  service 

•  less  direct  supervision  required — management 
can  be  planning  instead  of  fixing  mistakes 

•  improved  morale  and  reduced  absenteeism 


Even  if  You  Have  A  Degree  You 
Need  Training 

•  Formal  education  teaches  a  person  how  to 
think;  it  doesn't  give  employees  any  information 
about  how  you — the  company  owner  or 
manager— want  a  particular  job  done.  Training 
does  that. 

•  Formal  education  does  not  teach  an  employee 
about  your  company  standards.  Only  training 
can  do  that. 
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What  Can  You  Do 
To  Start  Your 
Training  Program? 

1 .  Define  your  company  vision  in  a  simple  sentence 
that  describes  what  your  organization  is  about 
and  where  it  is  headed. 

•  do  you  want  to  provide  faster,  better  or  cheaper 
service  or  products? 

•  what  level  of  customer  service  is  important  to 
you  and  why? 

•  what  are  your  company  values  and  objectives? 

2.  Share  the  vision  with  your  employees.  Get  their 
involvement  and  commitment.  They  probably 
know  many  aspects  of  your  business  best.  Enlist 
their  aid. 

3.  Make  training  a  high  priority  for  all  employees. 

4.  Next,  begin  developing  training  plans  for  the 
various  jobs  in  your  company.  If  you  have  more 
than  a  handful  of  employees,  you  may  need 
some  help  (see  the  following  list  of  resources). 
Try  to  break  each  job  down  into  small  tasks  so 
that  you  and  your  employees  really  understand 
what  to  do  and  why  it  must  be  done  that  way. 
This  can  also  provide  a  tool  to  help  you  measure 
performance.  Managers  may  make  better 
trainers  than  co-workers  because  they  usually 
have  a  better  grasp  of  overall  company  needs 
and  priorities. 

5.  Encourage  staff  to  set  their  own  learning  goals 
on  and  off  the  job. 

6.  Network  with  other  people.  Companies  may  be 
able  to  trade  or  share  services  within  the  same 
community. 

7.  Start  small  and  work  your  way  up.  Establish 
partnerships  and  be  sure  to  involve  your  staff. 
Training  is  a  mutual  affair. 

8.  Training  does  not  have  to  cost  a  lot  of  money. 
It  is  an  investment  that  will  show  returns. 


Tip  Sheet  #2  continued 


Where  Can  You  Get  Help? 

•  industry  organizations  and  professional 
associations 

•  independent  training  companies  and 
consultants 

•  industry  magazines,  videos,  newsletters 

•  community  organizations 

•  Alberta  Career  Development  Centres 

•  Continuing  Education  Centres 

•  Canada  Employment  Centres 

•  vocational  and  technical  institutions 

•  universities  and  colleges 
» not-for-profit  groups 


When  Can  You  Start? 


Now! 


National  Determinants  of  Competitive  Advantage: 
"Tiie  Diamond" 


Source:  Canada  At  The  Crossroads:  The  Reality  of  a  New  Competitive  Environment,  Michael  E.  Porter. 
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